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HISTORY OF PROJECT CHIVE St
\l

A. Before Phase I

The rationale for the CHIVE Project had its roots in numerous
investigations, conducted by in-house as well as contractor personnel
since approximately 1959, all of which generally agreed both as to the
increasing seriousness of the information retrieval problem within
the Agency and "ch_e' édvisability of introducing new hardware and
techniques reflecting é:he present state-of-the ~art of the informati.on-

handling technology. Ina report issued in 1958 under the auspices of

the Central Reference Advisory Group (CRAG), it was stated that in,

one DD/I Office (OCR):

" The volume of incoming information exceeds processing
capabilities based on current manual or electrical accounting
machine (EAM) techniques; {

The proportion of receipts which can be fully processed is
declining; '

Service from existing facilities is becoming slower as the
size of the several indexes increases;

Quality of service in terms of listing, subject correlation,
up~dating, and display is declining or not offered because

of the limitations of current staff and equipment, "

These findings with respect to OCR were complemented by indicated

 applications for computers in ORR, 0S1, and other DD/I Offices.
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The CHIVE Project tedzte, therefofe, was not envisioned
as a study of the applicability of computers and.other dgvices to
the document handling problems of the Agency, but rather as a
system-oriented attempt to reduce the 5pect;um of DD/I problems
to manageable proportions in order to exact from available equip-
" ment and techniques their known design potential in Ithe solution of
these .critical problems. Bec-ause the magnitude and complexity
of the task equaled or exceeded any previous design effort in the
N .storag.e and retrievai area, the search for problem solutions was

characterized by an attitude of relative caution.

, ) :
The major events preceding the initiation of Phase I of the

CHIVE project are as follows:

1. Feb 1959 . CIA Management Staff recommended »
to the DCI that a study be undertaken
of the computer requirements of the
DD/I area.

. 2. Jul - Aug 1959 DD/I components conducted a pre-
: feasibility stuciy, concluding that
there are areas demanding improve-
ment for which ADP offers significant
potential support, and recommending
""that an EDPM feasibility study for the
DD/I area be undertaken. "

3. Jan - Mar 1961 IBM and SDC, under the sponsorship

: of the DD/I Automation Staff, conducted
6-week surveys of the DD/I, finding that™
the DD/I was seriously behind other Rl
Community members in the information
handling art and recommending that a large-
scale effort be launched immediately with
heavy contractor participation.

L Cced Projut CHIVE Prefio . S ltms ]zg?‘ ﬁfm‘_ﬁ— T Aornen fron Prvesnays ”
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4. April 1961 The DD/I Automation Staffpissued a paper
‘ recommending that the DD/I establish a
Computer Center, implement production
applications on the computer in specific
problem areas, and undertake a major
system study of the overall document and
information retrieval problem.

5. July 1961 The CIA Automatic Data Processing Staff
(ADPS) was created in the DD/S and the
DD/I Automation and CIA Management
Staffs abolished.

6. October 1961 Formal management review was completed
: and approval received for an EDP development
program for the DD/I based upon the Automa -
tion Staff's proposals of April 1961.

7. January 1962- ADPS published a document describing its
planned development program for the DD/I
in greater detail. The principal phases of
the system design effort in the document
and information retrieval field (Task III
of the proposed program) were anticipgted
to include: (a) contractor orientation,

(b) planning the study, (c) fact-finding,
(d) system design, (e) testing of techniques
and models, (f) implementation of selected
sub-systems, and (g) documentation.
§ .
It should be emphasized here that the name CHIVE was originally
NV }“%ee){;lw@bnwr {wnf.e.

applied to a three-part program aimed at moving,\ into the computer

-

~environment,
(1) The first element of the program was to establish a
compufer center-as such, and to acquire the personnel, hardware,

and expertise necessary to operate this center. .
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(2). The second element was to implement specific ADP
applications which had been identified by study groups over a
period of a year or so. (Note: The intent of these first two
alements was to get started on specific, well-defined appli-
cations as soon as ADP support was available.)

(3) The third element was to examine the general infor-
mation/document retrieval problem in the Agency.

The goal of this third element was later altered to address the

| | : et ti il
information/document retrieval problems of ‘the} DD/I and particularlg v
the Office of,,Centrél Reference (now known as the Central Reference

meeni () . :
Service),!/ Thus modified, the third element of the three-part program
became Project CHIVE,
It was apparent to CHIVE architects that though the Agency

had senior and capable people who were intimately aware of the

capabilities and shortcomings of its present information storage and

[ ”1,4: 207

o

retrieval system, it was woefully poor in ADP talent@hoth system
analysts and programmers. This was evidenced by the willingness
of the Agency to ask contractors such as IBM and SDC, acknowledged
‘a8 proficieﬁt in system design and deveiopment, to study the Agency's

problem. ‘ .
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The decision to acquire IBM's services was rooted to a
‘certain extent in their pre-eminence in the field of hardware
service. It was felt also that the cont;‘aétor personnel assigned
to CHIVE should understand IBM hardware. Finally, IBM's
establishment of semi-autonomous divisions suchﬂas Federal
Systems Division, separated the hardware salesman from the

application system specialists and in theory provided the latter

with a certain objectivity.
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‘B. Phase T

The first phaée of a multi—ﬁhasé.system development was a
requirements determination phase and fact-finding survey.
Approximately 150 interviews of user -offices--primarily research .
or production offices--in CIA were conducted during this period.
These were aimed ét determining what information problems existed,
how the user regarded the present central reference system, what
sdurce material were of primary concern, and in general what
requirements would be"leyied on systeé developers. One of the
principal issues was the existence of a‘central reference facility.
Alternative methods of providing analyst supporttexisted and had
points in their favor: Separate and distinct special project files
was one alternative. Another was to provide assistance to the
research and production analysts in maintaining their own persongl

collections-~-the so-called "shoebox fiies".

The analysts conducting and evaluating the interviews héd to

‘be as objective as possible since the identification of which kind

of system users preferred was a major influence in establishing

requirements. It turned out that the majority preferred the central
a< cme adivncl

reference facilityﬂto the other alternatives. With this basic

concept- determined, more detailed requirements could be set forth.

: 2/
The major events of Phase I were:

May - Jul 1962 - Clearance and orientation of contractor
personnel, as well as recruitment and ,
preliminary training of initial 'hard core™
element of ADP Staff, was completed.

A $beto! Y/ 7/»?._
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The scope and methodology of the fact-
finding effort was developed and
management approval obtained for a
detailed survey of all DD/I offices.

Joint ADPS/IBM teams interviewed
approximately 150 component organiza-
tions of the DD/T.

A memo from Ray Cline (DD/I) to
Intelligence Assistant Directors
reviewed the three CHIVE task areas
and endorsed the project efforts.

Major findings and recommended design
parameters resulting from the Phase I
DD/I system study were presented to
selected DD/I managers in oral and
written form.

The DD/% formed a CHIVE Evaluation
Group, omposed of representatives
from 'various Agency offices, to review
the CHIVE Phase I report.

The Automatic Data Processing Staff

was transferred from the DD/S to the
newly established DD/S&T and reorganized
as the Office of Computer Services.

The CHIVE Evaluation Group completed

its analysis of the CHIVE Phase I findings,
recommending (inter alia) that the Project
continue into :a second phase with guidance
and support from the DD/I and careful.
testing of system feasibility prior to
implementation.

TheAreport entitled, Project CHIVE--Preliminary System Design

{.;ﬂl. 4::@." w&'&‘ £>

Report--Information Processing, 1 Dec 1963 produced after Phase I

ended, was devoted for the

most part to a discussion of System

Objectives and Sjstem Functions Preliminary. Specifications.

3] Thi ety dete wet appess in obeument reltaenend — fooint U
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'The two principal system characteristics were:
(1) Document-based
(2) Centralized control
The first of these had been denied as a necessary attribute by
some staff‘employees with considerable experience in the Agency
but who were ambitious to push forward tq a system of data control,
data manipulation, and data A information retrieval. 1In effect,
. the proponents of this concept suggested that once the data and
information content of a document had been identified, extracted,
_ indexed, coded, and‘sfored in an EDPisystem, the document was of
only marginal imporfance. Reliancé would be placed on the EDP
system to-retrieve,by.sdbjeef, category, named object, and so ony
the gist of the documents indexed.
Those who supported the need to build into the system a
- capability for document as well as faét‘retrieval were simply
responding to the évidence supplied by a central reference service.
- This experience showed that analysts very often wished to read the .
parent document from which data had been éxtracted. That was
viewed as a requirement which would continue for some time to come.

Hence the system would be document-based.

#‘@ lifif“t‘ i$ +’(
Discussion of the second one jaddressed the multlpllclty of
Ca )\r“—'{' 1 "“}M

rep051tor1es whlchieharacterlzedjthe present system and went on
to propose that "...the specialized register qoncept be abandoned
and the personnel of the central system be organized along geographic

lines to the extent possible.”™ C(learly, reorganization of OCR was

basic and fundamental to the CHIVE design.
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‘Undeg‘System Service in the same report the CHIVE designers
listed the following as basic to the aesign:_"(l) that the CHIVE
"system and the anélyst files will complement one another, and
- (2) that the system's primary customer is the Agency desk
analyst." Thus, the Eﬁﬁéihuaﬁéé of the "shoe box file'" was
acknowledged together with an emphasis on user, not operator,
satisfaction.

The chapter on System Scope in the Phase I report had five
sections which pretty well established system boundaries. Listed

below are the section headings with shorf excerpts from each:

"1,  Document Boundaries

...The data base for the CHIVE System must, therefore,
encompass all documents in use by the analytic offices
which the system must serve.

2. Indexing Boundaries

...In addition to retrieving material based on multiple
criteria, (i.e., personalities, organizations/installations,
geographic location, subject) a capability for large-scale
manipulation of the data base index must be provided to
permit information to be correlated for the analyst. This,
indeed, is one of the primary justifications for acquiring
a computer which, unlike simpler machine tools, has both
the speed and logic capabilities to perform this function

. effectively.

3. Security Boundaries

If the proposed system is to serve in fact as the central
- repository of positive intelligence information for all
components of the Agency, it must process and store any
information of continuing intelligence value-—whatever its
security classification.

4, Dissemination

The Agency must have the capability to disseminate incoming
documents automatically on the basis of the document content
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-and analyst's statements of interests.

5. The Initial System

The basic objective of the initial system is to establish
a small-scale mechanical structure of the eventual system in a
limited, controlled environment. This system will be designed
with the performance specifications of the full system in
'mind for application to a limited area. One of the basic
premises of the initial system, however, will be that
expansion in terms of added sources and increased performance
will not require substantial redesign of programs, methods
of operation or equipment configuration.™
Clearly, these concepts were controversial to many. Note
in 2. the reference to the justification for a computer. TIn 3.
there was embodied the "all-source file" concept. In 4. automatic
dissemination was advocated (later'abandoned in the design of a
first system). 1In 5.-the bread-board approach’ was recommended.
- - Coupled with the proposed area reorganization this indicate d that
the initial system would be tested in one geograpﬁicareacomponenf.
As the culmination of the Phase I data gathering and conceptual
design effort, this document is noteworthy.
The year 1963 was filled with accbmp}ishments and changes
for CHIVE. Two computers (1401/1410) ,for the DD/I were delivered
in January 1963 and in subsequent monthly repdrts were referred to
as the CHIVE Computer System. CHIVE programmers (trainees) worked
under the tutelage of IBM personnel. Computer support prior to
the installations of the 1401/1410 Systems was provided by DDP.
It is noteworthy that during the first haldfl of 1963, Project CHIVE

had the three-pronged emphasis noted earlier. In fact, a seven-

page report written'for the DD/I at the end of FY-63 devoted six
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pages to accomplishments in: establishing a computer center and

implementing applications. The seventh page announced the end

of Phase I of the Document/Information Retrieval Systems Designe~

. Task III - and commented that this task was the most difficult of

all CHIVE tasks,
ri6)

The CHIVE Evaluafion Group’was also constituted in July/

August, and the August status report indicated that further progress

on Task III - System Design had virtually stopped. In September

those CHIVE personnel assigned to Task IIT were busy preparing
briefings and reports for the CEG.
The CEG report of 7 QOctober 1963 recommended the continuation

of project CHIVE--bttt-wot withemt reservations. The group recom-

‘mended that management responsibility for CHIVE should be vested

in the Intelligence Directorate, and that OCR should continue to

F .3
improve its present system. The subjeet of hardware received

e por e Lk gl
attention as well. /Clearly'the CEG &as not eoneerned]that program
uw'é bttt At
testlng be done in a centrallzed fa0111ty such as 0CS, but_when

f;,,z iaf .A,e...u»—v—

¢
computer utlllzatlon reached one shift or more, the computer system

e

should be part of the central reference. system of the Intelligence
Directorate. Moreover, CHIVE was charged to Con51de€fgu1tab111ty}
for the Intelligence Directorate,of extant_systems when assessing
equipment requirements.

Another-area of concern to the CEG was that of testing. The
group seemed to be expressiﬁg misgivings about OCR plunging into

a new system without testing of pilot projects. Recommendations

were made to the effect that formulation of such pilot projects
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be approved by the DD/I. (As the indexing experiment of
Phase II showed, such activities are expensive, time consuming,

and in the final analysis, suggest, but do not prove, an operational

approach) .
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C. Phase II
_ STATINTL
Management review by the CHIVE Evaluation Group and

of the Phase I report, the reorganization which

‘V\\Qn

resulted in OCS, and the.physical relocation of people and equipment
were major factors in causing Phase II to have a slow start. A progress
report of approx1mately 28 pages written 18 September 1963 was a
dlstlllatlon of design concepts garnered in Phase I and polished in

the first months of Phase II.

CHIVE 1-63, 1 Dec 1963, presented the same schedule shown in
the June 1963 Project CHIVE Quarterly Report. This schedule called
_for the completion of Phase I (of Iaék I1I) in.June 1963. The same
schedule shows Phase II.as running froﬁyuly 1963 through June 1964
(actually the Phase II report was not completed until the Spring of
1965). Phase III in the old schedule was to run from July 1964 thyohgh.
April 1965--in retrospect, anlincredibly.optimistic plan. In fact,
Phase II was completéd at about the same time that Phase III had been
planned to end.

The establishment of 0CS and the dgsigéation-of Task III as
Project CHIVE resulted in a much smaller féam. H(It should be noted
that Project CHIVE went from about 60 people to six and from three
tasks to one without a name change). ﬂ

ThlSN;éam was composed of analysts from several components.. Like
MOSE projects, .CHIVE was an organizational anomaly. IBM, OCR, and 0OCS

contrlbuted manpower to the effort. This was advantageous in that it

brought together the right mix of disciplines and experience. However,

management guidance and control also came from various - sources. This
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- The OCS contingent was the fledgling Development Branch (lLater

Division); the OCR contingent, designated the CHIVE Support Staff, :
STATINTL

consisted of senior analysts who for the most part had acquired their

experience in the Library (Documents Division),l |

and Special Register. The IBM group -- the largest of the three --
consisted of analysts and programmers.

In October 1963, project personnel had been assigned to major
design areas. IBM had sole responsibility for all facets of design
with the exceptioﬁ of Information Processing -- indexing procedures,
indexing language, definition of filgs, docﬁment processing, file
conversion, selection.criteria and so on. These topics were addressed
by a group of agehcy emﬁioyees. It was recognized rather early that
‘this was the bellwether of the design areas--decisions made here would
have a marked influence on all other areas. | “STATlNTL

IBM had submitted a contract proposal in June of 1963. Discussions

between agency designers led by and the IBM contingent

on how to get the job done_continued for some time. Clearly IBM felt
that they could not proceed'tg:ygykwigfélli§65f1§“bn their assigned
design tasks without input from the Information Prdcessing team. Since
they felt they possessed some pertinent experience they wished to be
represeﬁted on that team as well. The staff personnel werelloathv“

to surrender, even partially, design tasks‘in the one area they -
understood thoroughly and where they felt their contribution would be

more valuable than any work done by an outsider. -Sharing the burden

was not particularly palatable to IBM since they preferred to work

Approved For Release 2002/05/20 : CIA-RDP80B01139A000600160001-0



STATINTL
STATINTL

Approved For Release 2002/05/20 : CIA- RDP80801139A000600160001 -0
- 15 -

on well-defined tasks which were their exclusive responsibility. Also,

they had a different design concept from that set forth by the in-house
people. This was to be expected but was not precisely welcome.

Compromises were discussed which would permit IBM personnel to

" maintain headway in their exclusive task areas but would also let them

éssign personnel tq-the information Processing Task. To the extent
poésibie, this had to be reflected in the contract. The proper wording
was not easy to find. As a consequencé the IBM contract was not signed
until Juné'1964—-one year.after IBM had written their proposal.

The August 1964 monthly report shows assignment of personnel to

major design areas. Of these, IBM had sole re5ponsibility for T

EDP System Design and Programming Support. Two contractor employees .
'—)QJJ e wd JA& ,//‘E»“’I“f&‘i o }‘Vmw e &k fad oviie k& elhda»m YO ,)tgf'nl,, s Tds ﬂ‘:i”ﬁ R LR 'Pgwﬂhﬁf.
were'respon51ble for the Document Delivery ' System.ﬁ Thus contract

‘R‘( JLM J ‘féf w’ J;;?Q.M .

personneL dld design work without {system/design respon51b€ilty, This’

continued to be an awkward situation from their point of view and it

#

Lk

resulted in a fairly rapid turnover in IBM on-site managers during Phase II.

A list of major events during Phase II is as follows:
1. Sept 1963 First progress repbrt of Phase II produced.

2. Dec 1963 ' CHIVE 1-63 which was to be the_design "bible"
for the project was produced.

3. April 1964 appointed as DD/I CHIVE Project
Uorricer. CHIVE Evaluation Conference held at
[ Jresulted in substantial change to organization
of system design efforts as well as decisions
in design areas where alternatives had previously
existed.

U. May/June 1964 First indexing experiment utilizing computer
' programs, conducted by CHIVE personnel.

5. June 1964 - June 65 During this period a large scale indexing
experiment utilizing computer programs for
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August 1964

September 196U

November 1964

December 1964

January 1965

March 1965

April 1965

May 1965

‘ 16»—_'

storage and retrieval of index records was
planned, designed, staffed, conducted, and
analyzed. '

A functional flow diagram was produced showing

dAnput/outputs and identifying program elements

to be written in support of the OCR/CHIVE
indexing Experiment.

A technical report entitled "A Comparative
Analysis of Document Delivery Systems for
Large and Active Files" was distributed, thus
signalling the completion of the major design
effort in this area.

During the third week, indexing began on the
OCR/CHIVE Indexing Experiment. The team,
consisting of 26 people, had indexed 1500
documents by the end of the month.

The major components of the computer program .
system necessary to support the Indexing
Experiment were operational and the building
of tape files containing index data was -begun.

Indexing of the 5,130 doouments for the Indexing
Experiment was completed and the majority of
the indexers returned to their home componepts

- in OCR. Approximately nine members of the team

were retained to.assist in the query phase of
the experiment. ’ :

A preliminary study of input transcription techniques

‘submitted by SRI for the Phase II report recommended

the use of a page redder. A study of available
optical character recognition systems was begun. A
revision of the Intelligence Subject Code (ISC) was
begun as a result of the indexing experiment., _Thi§™
was a Phase IlItask started during Phase II.

The Systems Analysis Staff was formed in OCR and the
CHIVE Support Staff was abolished. '

By the end of May, three of the seven volumes of .
the CHIVE Phase II report had been printed and
distributed. A project was initiated to produce
a China Locations Dictionary by merging extant

. dictionaries. This was another tas@@rea intended

for Phase IIT.
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14, June 1965 The query phase of the OCR/CHIVE Indexing

' Experiment was completed, signalling the end
of the experiment and associated analysis.
Another Phase IIT task was initiated. This one
was concerned with the feasibility of converting
large OCR files for CHIVE use in the operational

» phase.
15. July lQGS:b”: All seven volumes of the Phase II report &ggéT“VTL
disseminated. The CHIVE Project was reorganized
as the CHIVE Task Force with | | of

0CS as its director, reporting to the director of
OCR. Management approval of the Phase II report
and direction to proceed with Phase III had not
been received at this time. The design effort,
which culminated during Phase III in production
of the SKAN (Subject Keyword Announcement)
publication, began this month.

16. August 1965 By the end of this month, most of the tasks
' planned for,Phase III had been initiated and
plans to recruit the personnel necessary for
full staffing of the task force had been formulated.
17. September 1965 A memo to D/0CS/DDS&T from the DD/I dated
: ' .16 September 1965 stated that with certain
exceptions the Phase II report and recommendatiens
had been approved, and that the D/OCR had_been
directed to divert resources to staff the CHIVE
Task Force. Thus Phase III began.
This list of events is only an effort to capture highlights and is
Aindicative of the problems and satisfactions of system design work.
One of the major design areas that was not highlighted in this
list was the EDP System. A great deal of work was done by IBM contractors
in this area. They studied core allocation problems, interface with $/360

-Operating System problems, file definition problems, and so on. Many

reports and recommendations were produced. Volume VII of the Phase II
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report which covered the EDP System design was 389 pages long--
exceeded only by Volume V, 526 pages. Unfortunately the detail of the
design was based on other areas about which information was incomplete
and/or constantly changing. For example, IBM's S/360 hardware/soft-
ware dilemmas had n-ot_become public knowledge at that time. Equally
important, detailed requiremente were n'ot obtaineble from the customer,
the DD/I analysts, nor from the operator, OCR, whose personnel had in-
complete understanding of what was required in order that computer pro-
grams could be specified and written. Thus the task of .specifying require—
ments fell to the system designer/developer--a very risky business,

The result of this approach was that an EDP system was designed
which was generalized along almost any dimension that one could choose~-
with at least one notable exception, the hardware: system The designers
‘ EOP pragrawma
were assured that theﬁﬁgsystem would be run on a large scale system,
i.e., an IBM 360/50 or larger since it was OCS's intention to go to that
line of equipment, asud ;he Phase II recommendations called for the EDP progewa
system to run initially on OCS hardware With‘e review of the OCS com-
puter load after two years to detevrmine who should manage the computer
element of CHIVE. .However, Mr. }:fline's (DD/I) memo of 18 September -~
did not accept that recommendation and repeated the theme expressed in
the CHIVE Evaluation Group report, i.e. ’ the_ Intelligence Directorate
should have its own computer. By omissiogit was agreed that testing
would be done on OCS equlpment so the program development could p;ro-

ceed. )_(As Phase III events will show, OCS's hardware was rejected and

the CHIVE program system was circumvented, )JL

X
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Very general information storage and retrieval systems are very come-
‘ plex and w;ery difficult.to build. However, the designers felt that the
demands of fact/information retrieval/manipulation in an intelligence
agency were sufficiently demanding to justify a very powerful system.,
Another point of interest in Phase II was simply the his.torical problem
. of deciding when Phase II ended and Phas;e III began. The OCS/CHIVE
Indexing Experiment spawned Phase III tasks \‘vhile it was in progress. As
‘'soon as the indexing was completed and the indexer's critiques had been
: produced and abé.orbed, senior analysts on the Etperiment team were
anxious to translate findings into indexing tools and procedures, So vthe
Tdetligpmee Subject Goos ‘
modification of thg{ISC)'was begun. Also, analysis and testing of the index-
ing position was initiateq to determine what indexing aids were appropriate. |
It should be remembergd that a basic CHIVE concept called for a division
of labor between analy.rst and indexer; many OCR analysts did both. Thus
the indexing position and ifs rel.ation to the analyst was fair game for._
analysis, study, and test.

EA factor, which contributed to the initiation of Phase III tasks while
experiment que;ries were still being tidied ﬁp, was geogr.aphy. The index-
ing experimenf had been conducted in a different part of the building than
that occupied by the CHIVE Project. When the indexing was finished, the
cadre of senior analysts involved in the experiment stayed in that area to
analyze queries and discuss results. These peoplev(all OCR personnel)

were documentalists, index method experts, and librarians. It was very

natural for them to apply experimentalresultg,gSo Phase III had a running
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start before the DD/I memo was written in September. The staff person-

\ ' nel necessary for some tasks were not available, however, and could not \

be obtained before management approval to proceed with Phase III.

Another aspect of the Indexing Exper.iment that warrants attention
was the programming support required. Tl;e IBM programmers took advan-
tage of the Formatted File System@eveléped by IBM for Fleet Intelligence
Center Europe)which could be run on the IBM 1410 in OCSy Hewewver, a
query program, AD003/previously written by OCS programmers,was used
to provide the-necessawy additional query capability. In addition, programs
had to be written specifically for the Experiment to provide inpﬁt précessing
and listing functions., This collection of programs provided the operational
éapability necessary to process index records and proyide responses to
queries, i.ncluding KWIC (Keywo?d In Context) listings. '

Over. and above this system were the statistical routines which were
produced by the programmers to assist the analysts in their interpretation
of the experimental data, These routines pro;rided statistics onjl"eader data,
content daté; document categories, and codes;used by the indexers. ItA
should be noted that either in a test or an operational situation, statistical -

- analysis is a powerful tool in analyzing system strengths and weaknesses.

Finally@;here wera computer programs:;aécessary to provide diction-
‘aries and authority lists. The indexers required‘such listings to do their
job. In addition, tile ‘Iseo'ple (analysts)ar;swering queries needed such lists
in order to obtain some idea of what kinds of data were held in the fillev:.

It was this last area of computer progr.amming that stimulated the dictionary
building efforts over the next two years.

*
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The design concepts postulated in the Phase I report and given a

firmer emphasis in CHIVE 1-63, went through consi_derable examination :
Gud slthcawf’ h‘g{&?*m

and testing during Phase II. It is 1nterest1ngi\\to note that there was no sub- -

- stantial shift of design emphasis as a result of this exercise. 'One area

which received only cursory attention before it was exempted from

further analysis was the dissemination area. Two very good reasons existed

- for excluding it from the initial CHIVE system. First, the dissemination

process had a good reputation with its cu;tomers and since it was readily
isolatable from the main system, it seemed pointless to disturb it. Second,
the contract work being performed f01: the Air Force at the Foreign Tec'h-
nology Division had as its first application the au#omation of diésemination.
It was reasonable, therefore, to wait for the fruits o‘f this labor.

Although the formidability of the security problgms associated with
an all-source EDP file were better under;;tdod by 'the>end of Phase II, the
pro.ject personnel viewed them as primarily te_chnical in nature and capable

4
of solution.

dedo Fe bln : - dedeui bs
Study of theAselect1on [é,reg]tlurlng Phase II had started to address @m

nuts and bolts of the probler?]with no drastic shift from the document types

identified earlier. -Clearly, the amount of material to be captured was a

direct function of manpower available. The results of the Jindexing expari- [

ment gave added importance to the role of subject indexing without reducing

aﬂ")@'
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the value of indexing named objects.

The political and inertial problems associated with a reorganization

of OCR along geographic lines were recognized but postponed to a certain

¢ A.’ha 'havu G‘O"g (CQC?.)

extent. The initial component,{COG], would operate in a test mode for
some period of time before seizing production responsibility from those
several components in OCR which handled China-related queries and

reports. e
CaBy
The _team of information analyst and indexer(s) had been tested to a

degree during the indexing experiment but it was clear that the concept

had to be tested in an operational environment before a decision could be

| made regarding its validity.

Such design concepts as single point service}improved document

de11very system, and direct input of preformatted index data were still
&,I;n(/? 'tu.a‘ Jﬁdﬂ.ﬂﬂa\ 5‘(‘{’{*&

viable at the end of Phase II. The ,computer program system received:

Cogpznr 3

little criticism and it was apparent that OCR as the operatmg(offlcer would

q?ﬂ,s
rely upon the experience and expertise of OCS to[gesing a satisfactory and

responsive system. : 4

X
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D. Phase III _ . | i Phoao T |

level for the CHIVE TaskiForee was set -at approximately 91 of which
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As indicated in the(foregoing]diecussionh almost all of the
tasks planned for Phase III had begun before manageﬁent approval
for Phase III had been received. 1In fact, a portion of the File
Conversion task was completed in September 1965 with a preliminary
report to the effect: that Intellofax holdings were unlikely candidates - »
for conversion to the CHIVE format. : ' ' ﬂd%urg

IjOne task that could not be accomplished.prior to official Mg

sanction of Phase III was staffing. 1In order to staff, one had to L

-interview, which had to follow the circulation of vacancy notices,

which depended on an approved  T/0, which depended'on an organizational
structure with position descriptions epproved by.OCR management and

"wage and salaryti} Much staff work could be done in advance, of ,
course, such as identif&ing the types of people needed and preparation
of a list of candidates. However, management approVal was mandatory

in order to officially start the process and so the fact that recruiting

for the OCR portion of the task force was able to begin in November

- of 1965 must be considered a maJor accomplishment,

Al % Qe ep
The decision on the part of dlrectorate management to deny the OCR

request for additional slots to staff the development of the CHIVE
system meant that OCR had to go through the agonizing process of

' ’ oductron :
taking slots away from its SGEStantixe eomponents;‘[@he approved manning
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ﬁ?,OCR‘was committed to supply 54 (0OCS - 21 and the remainder from
'contractorslj Since this wee another in a series of manpower cut-

- backs in the production units in OCR, it was not welcome ¢

et

(Tt was also clear that some of the CHIVE concepts and

recommendatlons were unattractive to personnel in OCR. Managers
at various working levels were thus asked to surrender p051tlons@%4#“”r@

to a development effort they did not understand and whose product

they did not feel they needed. As a consequence, the Phase III
~effort, which was to be a detailed design and‘development activity,

had some significant political hurdles.to surmount beyond those of

P ol

a strictly technical nature. . ?? R

' | e

iﬁrieflj] the CHIVE.Task Force was charged to produce during s éﬁ
‘'Phase III those tools and procedures necessary for a unit -- called i;
the China Operations Group -- to handle all-source receipts on ;

Communist China and respond to queries and production requests,
—~,_  regarding Communist China, levied on them by other CIA components.

; } )
VA .
fi?i/u The China Operations Group (COG) was to be the first substantive

- component of an OCR organized along geograpnic lines.{ The process
was viewed as incremental starting with COG. Theinext comnonent-
.would be a Far East Division with COG as a branch. After that, the
other geographic divisions would be established in fairly rapid
order.as experience dictated. | .

The most difficult problem for the CHIVE Task Force during |
3 Phase III was the production of the computer program system. Some
&fi/ of the technical difficulties experienced in this area have been

referred to previously, However, the management problems attendant

to large program . system development

Approved For Release 2002/05/20 : CIA-RDP80B01139A000600160001-0



Approved For Release 2002/05/20 é&)le-RDPSOBM 139A000600160001-0

were also severe. An established fact in the ADP w'orld is the perennial
. scarcity of qualified and experienced programmers and design analysts.
This scarcity is more pronoﬁnced in federal agencies than in industry
because of pay scale Aant.i other inequities. Moreover, programmers with
experience in designing and writing programs for information storagﬂle ar;d
retrieval applications are a rare commodity in any environment;.}‘f&‘f;:i;z N
CHIVE programming group was thereforefirﬂa very difficuli;&ggéiio;jﬁ OCR
had no‘experie‘nced programmers to contribute. Sofne trainees were
acquired from OCR, but they were unable to help design or specify pro-
grams. OCS had some experienced people, but the demands for program-
ming support within the agency preclu;ied detailing sénior programmers to
CHIVE. IBM had,_‘ or could acquire, progr‘ammers, but once rr-10re,' the
~desire on the part qf CHIVE management to maintain design céntrol dic--
tated a strong participation by staff employees; This left recruiting ir‘; the
- "market place' as a;' means of getting programmers.q A most unatfractive.
prospect&( Recruiting actually started in Phase II and even with this ad-
vantage, Phase III began with only tv;'zo sté:ff e;nployges in the programming
unit -- the chief and one analyét/programmer; Inl June 1'967, over a year

after recruiting had begun, the contingent of staff employees in the pro-

gramming unit had gfown to 11 -- 4 trainees, 6 programmers or program- .

mer/analysts, and the unit chief. The trainees, in a practical sense, were . _

often more of a handicap than a help since their need for on-~the-job train- E

ing diluted the efforts of the more experie.nc’ed and. productive personnel.
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This‘unit never achieved its assigned T/0 manning level.

The last major blow to the programming effort occurred
a short time before the taek force was disbanded.[ZIt should be
noted, however, that this event was not the cause of or even a major
contribution ¢te OCR's decision to abolish the progect) The result “3

L
[

date of the program system and the account of this event is includedj

of this disruption was a further slipping of the expected completion

here to indicate one of the disadvantages of the task force conc

s b&,rqupwmr“ Pon. Y +mdmt cincuvestmmces of Hae W'\i“/rf sbufji m,.cmf’d
as

4ot The programming group noted earlier ] was made up of people
from OCR, OCS, and IBM. One major area of development and detailed -
design was assigned to ah IBM employee who directed the activities

of a sectioh oonsisting_largely of other iBM employees and trainees.
As detailed orogram specifications were completed and coding began,
it became clear to the OCS managers of the group that this unit had
produced a design which was unresponsive to the total system requireg

ment. After considerable study and consultation it developed that

in order to meet system specifioatlons this area -- one of the

largest -- would have to be redesdgned;‘ Ali previous work would have jé
. . - 7

to be scrépped; At the same tiﬁe, it was decided'that the services 51:

{

. and analysts would no longer be required.§ - T

The second most troublesome problem facing the task force was
the language barrier. This barrier existed between those responsible

for ADP system design and everybody else. The people on the task force

who encountered the most d1ff1cu1ty weréd the senior. analyscﬁsfrom OCRPj

i EAR v ms; Hf. 'fM Iu{vvfﬂ*“*i e “!f“"'mﬁ ‘r”‘\ "El ﬁp‘Pﬁ oF ,___ﬁi“_":,m

[&hese people were of the "traditional library" world an@]though OCR
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. ;.
was one of the largest and earliest users of punehed card equipmenf%j

| Eihe transition to digital computers was traumatic. The situation
V5£' could hardly have been worse since this group of OCR anelysts was ,‘;/
responsible for interpreting requiremente for the ADf_system | 7
'designerij The OCR people were experienced andjskilled in
establishing indexing procedures and languages or selection criteria
for systems where the search is instituted by a knowledgeeble hwnan, -
However, they had difficulty in addressing the levels of specificity,
! _ completeness, and unambiguity which are mandatory 1f the search
i | and storage mechanism is a computer program system. Jan AT 57 ol emmes /&ﬁzgl
| sfeeged 1n pueeisin, wewr wreble @ bridge Hu Cowots. wekca i, Goe
' U A further level of confusion resulted from statementd to the
effect that the program;system was to be a "powerful, flexible,
generelizedﬁ\anﬂlopen—ended mechanismchapable of handling present
and future data storage and retrieval requirement." How such a
statement is interpreted depends, of course, on the sophistication
- and training of the listener. For example, "a serious accident" to
a police officer may mean a collision of several vehicles and extensive
bodily 1n3ury, +to a high school student drl;lng hlS first car, it may
mean a damaged fender. Thus the OCR analyst came to expect/EEEVE

system would be a considerable improvement over the one that was

currently in use in OCR; the ADP people felt that the CHIVE . system
would be very successful if it were able, initially, to do as well as
‘the current system and in eddition have growth potential. This

difference of interpretation plagued the project throughout its life.
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One can imagine the political repercussions attendant to a realiza-
tion on the part of policy makers and top management that millions
- of dollars were being spent to develop a system whose basic design
goal wes to do as good a job with a computer based system as was
currently being done.by'humans with punched cards ano dossiers,
Arguments, to the effect that the current system had reached its
| peak in efficiency and reliability and that further progress
‘depended on adopting new techniques, were apt to sound specious or
revolutionary.

The area of difficulty which ranked third in the hierarchy of
headaches was the tralnlng problem. As noted previously, the CHIVE !
Task Force .was charged to produce the tools and procedures requlred

"to make the Chlna Opera;lons Group a production unit. Subsumed under ;
“the phrase "tools ahd procedures" was the traiﬁing necessary to |
acquire: area knowledge, subject matter expertlse, familiarity with
{.ADP processes, file.definition capabllity, indexing competence,
understandlng of selection problems in a new environment, and so on.
Much of this training could only come from bsmosis since formal
training programs in some of these technical areas did not exist.

Thanks to the considerable experience and_cepability of a
few members of the OCR contingent, it was possible to develop
fraining programs for indexers. A course consisting oflon-the-job
and classroom training was designed for the information analysts'
to give them area knowledge, document flow famiiiarity and so on.
However, the course did not addfess the new fechniques and language -

which the analyst must understand in order to use the computer
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program .system. Earlyvin Phase IIT, the programming group chief
had been asked to proQide a series of seminars/lectures in order
to enlighten the uninitiated on file management concepts and partiéularly .
on what the CHIVE file structure would be. This_wasznot successful
and was abandoned after it became cleaﬁ that the communication problem'
successfully inhibited the 1éarning process. Most of the OCR analysts
attended ADP Orientation.courses. These courses usually lasted five
days or less and did not add much to the ADP sophistication or
knowledgeability of the attendees. |

On the othef-side of the house, i.e., the programming group,
‘there was.no effort to indoctrinate'ifs members in the language or

concepts of library. science. This was to be expected in light of

‘the severe demands of the program production schedule. If the program

developers had to choose between designing programs and explaining

- the implications of the design, it was natural for'them to select

the former.

This rather bleak situation was relieved to a certain extent by
one element of the projeet which marched to‘a different drummer, i.e,,
had a different schédule and a separate set of requirements. This
small enterprise came to be kmown as SKAN and during its life was
roundly reviled, staunchly supported, or greatly admired depending
on the vantage point of the observer, Thé history of SKAN is somewhat |
checkered and will be reviewed briefly. ’

In mid 1965, a conversation between CHIVE anaiysts and OCR

management started the SKAN design effort, The first requiremenf

was .to produce a KWIC (Keyword in Context)_listing'of all collateral

Approved For Release 2002/05/20 : CIA-RDP80B01139A000600160001-0



Approved For Release 2002/05/20 : CIA-RDP80B01139A000600160001-0 |
-3 - - | |

documents. All documents were to be indexed by title and area;
documents of special significance would be subject indexed as

well. The anticipated use ofsuch a 1isting would'be\fo answer
questions on non—priopity areas, |

As often happend, requirements change. The new requirement
was to produce a KWIC listing of current collateral receipts on
Communist China which Would be published periodically and disseminated
to production and research analysts working on China problems. The
burden of knowing how the periodical was to be read thus shifted from
the OCR information analyst to the production or research analyst.
This apparently minor change in requirements may very well have
- drastically diminished the usefulness of the SKAN product since
production analysts don't mind reading documents but: they w1sh to
have the proper docuﬁents presented for their inspection with ae.little ;.
personal effort as possible. Dissemination of SKAN meant that they
.would have to read thellisting to determine if they had missed any
important documents in current receipts. {

Other design chenges were made as the analysts studied the
problem. For instance, all documents selected were to be.subject
indexed - thus reducing, to a certain extent, the scope of
collateral material 1nc1uded in the publication. Keyword in'conteXt
was judged to be difficult to read so keyword out of context was
chosen as the format.’

the scope of the work and the availability of IBM programmers who
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were too junior to contribute much to the system design of t@e
large program system, led to[é recommendation thé?]SKANﬂbéfggzzloped
for the IBM.360/30. Thus SKAN became the bridge between computer .
programmers and some of the OCR analysts. ‘ | |

In its relatively short life, SKAN'chalked ﬁp some impressive
firsts. It was the first produétion program.generated by CHIVE
Task Force programmers. In fact, it may have been the first production
program on an IBM 360/30 within thé Agency. It was the first, and
ohly, for some time, production use of the CDC-915 (an optical characterf."
reader systeﬁ) in the Agency.%?This was a requirement for SKAN which
did not effect the value of the product. Though initial data input
for SKAN was on punched _cards, it was decided that as soon as
feasible, index records to the SKAN program should be input via the
optical character reader. The purpose was to pro?ide the designer§
and developers of the CHIVE system with data on the use of this new
- input device. Tﬁe CHIVE Phase II Report had recommended the use of
optical character reading for input transcription, but actual
experience by Task Force'personnel waSy.ver; desirable. Therefore,
when the CDC-915 Page Reader and associated program modifications were
available, input was transferred to the Page Reader. This gave the
- CHIVE Task Force experience in both techniques on the same system,v
so comparisons and judgements could be made with some objectivity.

) S praitmes o e THAN Pmr&*
- In addition to the virtues cited above dEﬁ]also assisted in a

. number of other areas: forms design for an optical character reader,
development of indexing codes, training of indexers, shakedown of

the CDC-915, training of transeriptioh typists,.fraining of programmers
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on the 8092 computer which was part of the CDC-915 system, and the
production of programs for that computer. Finally, SKAN gave the
programming group eome insight into the problems associated with
IBM's new line of hardware and software. However [;hevzze:;edouéj
value of SKAN was not as an experimental device or even as a sop to
CHIVE inquisitors, but rather as a mechaism to assist the education
and orientation process. It was unfortunate that only about 15 people
on the task force were actively.involveg with SKAN and so could
- benefit from the experience
v ot

There was fone otheﬁnarea within CHIVE that required programming
serQices over and above those necessary to build the major system.
This area was eélled bictionary Building and in the CHIVE development
~ schedule, dictionaries';f geographic locations and installations (factofies,.
research facilities, airfields, etc.) were of critical importance |
since they were needed to train the COG indexers and analysts.

At the time work began on building these dictionaries, no all- ;
.source dictionary exiSted on Chinese locations or installations. |
There weré Severa1 dictiopariee, all contaihing different data or ) ,;
similar data in diffefent formats, in the Agency and the Community.
It was, therefore, hecessary to pull these dictionaries together and
'eliminate fedundaneies and contradictiohs in order to produce a CHIVE ?
- dictionary. | |
Since sbme of these dictionaries were available on magnetic tape,

1t was felt that the eomputer could be used to comblne the dlctlonarles,

do some rough editing, and provide those llstlngs which experienced
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énélysts would require to dq the final detailed editing.
The Tormatted File‘System mentioned in Phase II and which was
used in the Ihdexing Experiment looked like a good prospect to
manipulate these dictionary files. An.analyst/progrémmer‘trainee
team was assigned to this area task. The reasons for choosing a
trainee were: no experienced programmer was available, and apparently
little or no programming was necessary -- it was simply a matter
of manipulating FFS.

~ The diffiéu@ﬁiés encountered on this task caused schedule slippagesl
which amoﬁnfed to about 9 months. Eortunately the schedule had a
certain amount of slack, Also other slippages masked the problems
encountered on the diet&onary task. A catalog of the software

dodon fron
problems, machine problems, and flle{acqulsltloﬁbproblems would

be rather lengthy. Suffice to say that the three or four people *
involved in this task did build the files and learned a great
deal in the process. |

Fourth in the list of critical problems which faced the task force

. LoninCy Bipansi ve ond (mglmy
was the fact that it was " development eriddeavor. The difficulties:

qﬂi {whih beset the Task Forcélare best characterized asE@anéEerla”““ ‘These

Wﬂﬂw( M'!‘?M H\f'%%’oﬂ '
4 VS EOI o

v’u
:\m :ﬁ\sk dlfflcultles were of two major type%j]

Bt S o,

The confusion came about in a fairly straightforward way.- )
43;1 It is best explained by elaborating on some of the idiosyncracies f'
’?U
£ developmental projects, . (

There are three major phases to acquiring a new system- de51gn/
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sales, development/engineering, installation/testing/production.
If the system is acquired over a fairly long time period, the
designers/salesmen are usually not around during the. next phase,
i.e., development/eng1neer1ng. Similarly, system developers
tend not/be around for the production period though they might

be available for the installation/test part of this phase..

This metamorphosis is quite reasonable. Designers are an expensive,

scarce conmodity and cannot be squandered on a project once that
phase is completed. Similarly, developers are scarce and expensive
and must be moved to another project once their phase is completed,

If there is little contlnulty insofar as people are concerned, the

 glue which keeps thls development process from coming apart must

be found elsewhere. And it is found in two words: requirements and

specifications. The requiremeﬁts for the system must be well-defined

complete, thoroughly understood, and capable of‘being translated
into firm specifications. Upper management must play a major role
in the requirements/specifications iteration inrorder that.there
be no surprises.or recriminations downstream, The'analogy which
makes this point very well can be found in the dissatisfaetion of
someone who has engaged an architect/builder team ‘to construct
a house. If the owner of this new house complains of a deficiency;
it is natural to ask if that item was a requirement. The answer.

comes back in many forms but usually can be put in one of three
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categories: no -- it was not a requirement, yes «- it was'a require-

ment but there was a breakdown in communication, or yes -- it was a

‘requirement and the architect and/or builder is. culpable.

CHIVE suffered from a lack of specific requireménts.
Lacking an appr&i9étidn of its critical role in establishing
requirements, management approved the development~of the CHIVE system
primarily because it trusted the integrity and‘expertise of the
designers/salesmen.vVUnable to obtain a complete set Qf requirements,
the designers wenf forward with a design which was based on their
understahding of the needs, attitudes, policies, future plans, and

general milieu of the_requesting office. (All of which, obviously,

were subject to change without notice). The requirements/specifica~

tions iteration thus took place with very little contribution by

upper management,

As soon as the designers/salesmen had completed their jobs

(end of CHIVE Phase II) , the development team started to come on

board. These people began, or should have begun, asking searching

questions about the lack of specifications. (As noted in the
Phase II discussion, a system cannot be built or tested without

specifications). The designers/salesmen were unable to obtain

:K? answers to some questions. Thus, the developers set their own

} specificatidns. The,andlogy of the dissatisfied homeowner is pertinent..
‘%‘\ -
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S/Wf the archltect/bullder team were to ask the customer for
! his requirements regarding the dimensions of a living room and
? the customer responded.with: "adequate", the customer has thus
renounced his responsibility and must iive with whatever the

E erchitect/builder team considers adequate.

Once Phase IIT wes nicely underway, the designers/salesmen

~ for the developers "things were not the same," Second, the
‘developers were a different breed, with a different 1anguage
; and different capabilities than the designers, As a result,

the carefully nurtured oommunication"channels and devices which

had Been established by the designers-and the operator were seriously -

disturbed. Third, the cost of the system took a sharp turn
|

?upward Sudden#ly there were ninety people instead of nine,

equlpment was being ordered, space became a problem, ' \?frfl
%
H ' ' . *{L
i ety g'w
B ot JE‘ 2
M !
7 \ 0%
ug¥ ¢
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S_pnesed_out and OCR management -- the system operator ~- was ‘ “§*‘§
z left with the developers/engineers. Three things impacted on t
}élthe operator at this point. First, the team he trusted was f
no longer rumning the show and although the designers vouched Qéhjﬂ
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i.manpower allocation was torturous, and priorities for clerical -and
other support services had to be reassigned in recognition of the
demands of the task force,

The natural result of these three perturbations was confusion.

s

Confusion gave rise to intrusion. Upper management not being quite \Hﬁﬂ

sure of what was g01ng on and under some pressure to justify rising
costs and (later) schedule sllppages}requested briefings, early

delivery, cost effectiveness studies, system comparisons, and so on.

j in addition, the designers/salesmen haQ done a good job of making

the system attractive to other offices, other directorates, and

other members of the intelligenee community. This interest'resulteder
in more briefings and reports. The inevitable result of these

examlnatlons was the levying of new requlrements or the alteratlon

. of old requirements.
The task,force‘management did a good job of insulating the working
level from these intrusions. However, it was inevitable that a large
1

number of the senior people on the task force would become aware of

what questions were being asked and the implication of some of the

STATINTL

STV¥T”VTL . demands. The effect on morale can be appreciated.
t r‘\ Ry
5ﬁwg§h‘hdpuiwfeg1nn1ng in the summer of 1966 the excursions into the CHIVE
<3

c;: '_. %" fs
: in,Task Force for brleflngs, technical 3551stance, 1nformat10n, and writing

ability became more and more frequent. One’ requester in OCR management

¢ f gt leawasy
qtd"a‘ wanted a compacted schedule for the completion of the tasks necessary

£ .
bt to prepare the China Qperations Group for operational responsibility.

pargpan 't

Avnmesd An in-depth study of OCR - its functlons, products, respon51b111t1es,
a

6v&fiuﬂﬁ and- partlcularly the development effort embodied in CHIVE - was

vﬁ,ﬁ.‘,&-u fa
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initiated by the DD/I. Briefings took a considerable amount.of time
and CTF managers were also called upon to write a good deal. Indeking
Sehemeslwhidh were less powerful than the CHIVE approach were

considered and CTF analysts were asked to respond.

During FY67 COINS was underway and the CHIVE Task Force was

expected to support this effort. 1In the same period begansﬂagT”VTL

STATINTL development of the - later to have two names since

the file héd to be divided. OCR management called upon CHIVE for
assistance and the special assistant to thg D/CTF became the senior
. EDP analyst on this effort. ILater the CTF supported this activity
with other manpower contributions.
OCR Management recognized the reservoir of talent residing in
: fhe CHIVE Task Forée in many ways. Thg pfeliminary work done by
CTF personnel on a ménagement system for COG encouraged OCR management
to request.these people to deéign a managemenf system for all of"OCR;
' The newly formed Information Processing Staff under OPPB hag issued
a call for_all offices and directorates to prepare Five-Year ADP Plans f
- in effect ten years since the report had-to‘cover5the preceding years |
‘of ADP use as well és ﬁrovide a five year plan for future ADP
utilization. Members of CTF were tasked to coordinate ,and contribute
to,the OCR contribution as ‘well as coordinate all office contributions
for the DD/I's report..
Later, a team of analysts was directed by OCR to develop forms,
gather data, conduct 1nterv1ews - all to determlne how OCR's

services were used by Agency personnel, particularly within the

Intelligence Directorate. CIF analysts were called}upon to work on this

effort.
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.As:mpre and more of the CHIVE tasks were completed and the ﬁ
China Operations Gfoup began staffing and planning, the unavailability'v
of the computer program system (CAPRI) bécame a growing concern.
Though coding on some parts of CAPRI had begun duriné the éarly
weeks of the fall of;1966, other systeﬁ.componénts were still being
specified. So it became quite clear that the target date of July 67

. for initial COG operations using CAPRI was in grave dangér of slipping.:
This caused CTF personnel to consider alternative ways of '
o testing some of the,gHIVE system capabilities. A study was launched
to determine what suﬁsystems could be checked ahd by what means in
the absence of a fully tested CAPRI.' This resulted in the identification‘
of some available equipment which could provide a rudimentary storage
and retrieval capability. The proposal wé;’appfoved in October 1966
and it was planned that the equipment wouid see use in February 1967.

- This never came to pass. |
. P od pepenr {ien of Tﬁ, o dagi W‘J w&;{zr M{IM !
The depth of indexing wh1 h was ba51c to the CHIVE de31gn[Lame <

Wmﬂfl? ﬁ?‘

gunder the scrutiny o )CTF personnel. This resulted in a proposal
o { _
for a "fall-back" system which called for a different division of

work for the indexer-analyst team and less ihdexing depth. Late in
the spring of 1967 as CTF personnel were shifted to COG and training
began, it was decided that an analyst-indexer team in COG would test

the "fall-back" system.

Another activity which would impact on CHIVE later but which waﬁ;\
L
5

-at the outset did not appear to warrant much attention by CTF

personnél‘was the growing viability of the OCR computing facility.
Early 1n FY67 OCR had launched a study to assess the fea51b111ty

ahed
et y[
L]

WLk
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of substituting an IBM 360/30 for its extensive EAM holdings. The
study was staffed with IBM and OCR.personnel - CTF was not iﬁged to
participate. This étudy resulted in a recommendation to the DD/T
that the'eomputér be acquired. And it was - in léteENovember 1966.
Soon after the system was inﬂalled, OCR'mahagement approached the
CHIVE Task Force to obtain programmers to support the conversion of
EAM files and processes to EDP programs. Needless to say, the

CAPRI developers were loath to slip their schedulé any further by
releasing programmers. Eventually two OCR trainee programmers in
- the Task Force were detailed to the Machine Division in OCR. This
had an effect on activities such as the didtionary tasks and the
Soviet Elite File efforE.

During this same period the OCR computer was oﬁerating well: but

Was not yet saturated with work. Consequently, the CAPRI programmers

]

were able to get code chéck time on th}s computer.  This helped
fl"v u,r."{’(m

considerably since the code chec%kburden on the 0CS computers was

severe.
As a result of dedicated effbrt on the‘part of the programming

group, it appéared likely, in the spring of 1967, that if not all,
at least some CAPRI capabilities would be ready.by July of 1967.‘
Then the group managers discovered the design problem discussed
earlier and the schedule for CAPRI slipped to a degree that OCRaﬂijaiyﬁl

| 3 management considered unacceptable. | - :

; gw”’ - This coincided with the DD/I dlrectlve that OCR stmerd reorganize /% et

cav ‘ip ,“\”

¢ ’fw%;?along geographlc 11nesl; much earlier ﬁﬁaﬁigaIVE had planned}; it %ﬁ‘f'i}’
' Y.

~ happened at a time that OCR was beginning to have confidence in its ’§i§2}d§
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information storage and retrieval capability on the OCR computer;
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 computer system; it occurred at about the time that OCR had provided :

and it crystallized a decision that the depth indexiﬁg of the CHIVE

system was too expensive for an office that had just suffered another

reduction in force. The sum total of these forces had a predictable

result: in July of 1967, OCR reorganized and the CHIVE Task Force

was disbanded.

A list of major events during Phase IIT is as follows:

Oct 1965

Nov 1965

~ Dec 1965

Jan 1966

Feb 1966

May 1966

_ and the like.

All members of the CHIVE Task Force with the

-exception of the Associate Director and the

programming group were colocated in 2G24.
An all hands (CHIVE Task Force) meeting was
held in the auditorium to discuss project
objectives, career potential, organization

The process of interviewing candidates for .
the OCR contingent of the Task Force began.

The final report on conversion of Intelligence
Reference Systems Index Records was disseminated.

A working paper entitled Document Delivery
System Organization and -‘Space Recommendation was
forwarded to OCR management. This completed

the Task Force contribution to the upgrading

of OCR's document recording and distribution
capability.

The chief of the OCR component of the task force
(Development Staff) left the Agency and was ;
replaced by a senior OCS analyst who transferred
his career designation back to OCR. '

The Director/CHIVE Task Force left to become
DD/0CS. The associate director of the Task

Force (who was also chief of the OCR contingent)
became D/CTF. The Task Force was reorganized

to reflect the new assignment of responsibilities
caused by this change as well as the resignation
from the agency (effective in June) of the
Chief/CoG. : ‘
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June 1966

Sept 1966

Sept 1966

Sept 1966

Oct 1966

Oct 1966

Nov 1966

Nov 1966

Dec 1966

Dec 1966 -

Jan 1967

Jan 1967
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- The CDC 915 Page Reader System was delivered

to OCS space in Headquarters building.

The Securlty Procedures task personnel completed -
their major assignment, i.e., production of ‘
papers on physical security, personnel security,
Top Secret controls, and the security augmentation

problem.

The Subject Keyword Announcement (SKAN) went
into regular production and was disseminated
weekly to about 25 analysts.

The CDC 915 Page Reader System passed STATINTL
acceptance tests.

The indexers version of the ChiCoh Location
Dictionary was published. 0

A chief for the China Operations Group wab
selected. He had served as an intelligence

production officer in gCI.

A detailed study of the function, activities,

and projects in OCR by a representative of .
the DD/I was completed. The CHIVE Task Force
contributed substantially to the study and
the final report.

An IBM 360/30 computing system was installed
in OCR space 'in Headquarters

A report, entitled "SKAN Customer Survey Program"
which summarized interviews with the recipients
of the SKAN publication was issued. It _
recommended that the publlshlng of SKAN continue.

A document, describlng the input transactions

for documents 1n COG, was published.

A-paper describing the- proposed organizational
structure for the COG was discussed and accepted.

Copies of the ChiCom Location Dictionary were
distributed within the Agency.
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20. Jan 1967

21. Jan 1967

22. Feb 1967

23. March 1967

28, May 1967

25. May 1967

26. May 1967

. 27. May 1967

- uy -
25X6

A document describing processing procedures ' .
and standards ‘
was published.

The second edition of the last two volumes
of the "Catalog of Document Series Reporting
on Communist China" wéfe published, thus
completing this aspect of the Customer
Requirements task.

were Hoe
CHIVE Task Force managers,informed of,DD/I
directive to D/OCR to reduce T/0 level

The data input procedure for the SKAN process
was changed from punched cards,to page reader
forms input to the CDC 915 Page Reader System.
Production of SKAN was uninterrupted. ;

The chief of the Index and Retrieval Design -
Group, a senior OCS analyst, transferred to

OCR and left the Task Force to work full time

on the Area Reorganization Planning Group

(ARPG) established by D/OCR. The ARPG was
tasked to develop the plan, procedures, etc.,
for reorganizing OCR along geographic lines.

The D/CTF was named as a member of the ARPG _
but was not relieved of his current respopsibilities
The OCR instruction of 8 May announcing the
ARPG concluded with the statement that, "The
operational testing of Project CHIVE in the
China Operations Group (COG) will continue as
planned."

Regular distributién of collateral and

special 1nte111gence matérials to COG was
initiated in order to train COG indexers and
analysts.

The Source Formatted Data task, which addressed
the feasibility of taking data which came to the -
Agency in a formatted form and putting it into

the computer with a minimum of manual processing,
had progressed to the point of testing typewriters
and other transcription devices.

OCR entered into a contract arrangement with a
software firm to modify OCS program system to
run on OCR's 360/30. The function of the
modified program would be to provide information

'storage and retrleval
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May 1967 | _ The unacceptabllity of the design of a major
: S element of the CAPRI system resulted in a
schedule slippage of at least 6 months.

June 1967 The modification of the Intelligence Subject
S Lo Code, termed the Subject Indexing Code (SIC),
complete with decode tables. and a punched
card deck to provide listings was completed.

June 1967 ‘ The Management Information Task Team issued
' a paper setting forth a design concept for
a management information system for the OCR

CHIVE System.

July 1967 » The IBM complement on the CHIVE Task Force was

reduced to five people, approximately .one thlrd
its normal strength. Jurisdiction over the
CAPRI effort was transferred to OCS. All OCS

careerists were transferred to positions in 0OCS,

-July 1967 ‘ - An OCR Instruction dated 7 July 1967 described .

the reorganization of OCR which resulted from
ARPG dellbgaatlons ,All elements of. the OCR

= contingent, were dlsbanded except for, COG which :

would continue testinrd”under Ehe diréétion of»
the newly formed Planning Management Staff.
The SKAN Indexing Unit was placed under the
direction of Chlef/@t:x/aen mente/ Foes /v Fe 74
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T 12 Sep 67

HISTORY OF PROJECT CHIVE

A. Before Phase I

The rationale for the CHIVE Project had its roots in numercus
investigations, conducted by in-house as well as contractor person-
nel since approximately 1959, all of which generally agreed both
as to the increasing seriousness ol the information retrieval
problem within the Agency and the advisability of introducing new
hardware and techniques rceflecting the present state-of-the-art of
the information-handling technology. In a report issued in 1958
under the auspices ol the Central Reference Advisory Group (CRAG),
it was stated that in one DD/I Office (OCR):

"The volume of incoming information exceeds processing

capabilities based on current manual or electrical accounting

machine (EAM) techniques;

The proportion of receipts which can be fully processed is
" declining;

Service from existing racilities is becoming slower as the
size of the several indexes increases;

'Qua]lty of service in terms of listing, subject correlation,
up-dating, and display is declining or not offered because
of the limitations of current staff and equipment."

These findings with respect to OCR were complemented by indicated

applications for computers in ORR, 0SI, and other DD/I Offices.
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The CHIVE Project, thercfore, was nol envisioned as a study
of the applicability of computers and other devices to the docu-
ment handling problems of the Agency, but rather as a system-
oriented attempt to reduce the spectrum of DD/I probléms to
manageable proportions in order to exact from available equipment
and techniques their known design potential in the solution of
these critical problems. Because the magnitude and complexity of
the task equaled or exceeded any previous design effort in the
storage and retrieval area, the search for problem solutions was
characterized by an attitude of relative caution.

The major events?l preceding the initiation of Phase I of the

CHIVE project are as follows:

1. Feb 1959 CIA Management Staff recommended
to the DCI that a study be undertaken
of the computer requirements of the
DD/I area.

2. Jul - Aug 1959 DD/T components conducted a prefeasi-
bility study, concluding that there are
areas demanding improvement for which
ADP offers significant potential sup-
port, and recommending "that an EDPM
feasibility study for the DD/I area be
undertaken.”

3. Jan - Mar 1961 IBM and SDC, under the sponsorship of
the DD/T Automation Staff, conducted
b-week surveys of the DD/I, finding that
the DD/I was seriously behind other
Community members in the information
handling art and recommending that a large-~
scale effort be launched immediately with
heavy contractor participation.

1] See: Project CHIVE Preliminary System Design Report, Infor-
mation Processing, 1 Dec 1963, CHIVE 1-G3, pp 6, 7.
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4. April 1961 The DD/Y Automation Stafl issued a
puper rcecommending that the DD/I
establish a Computer Center, implement
production applications on the compu-
ter in specific problem areas, and
undertake & major system study of the
overall document and information re-
trieval problem.

5. July 1961 The CIA Automatic Data Processing Staff
(ADPS) was created in the DD/S and the
DD/T Automation and CIA Management
Staffs abolished.

6. October 1961 Formal management review was completed
and approval received for an EDP de-
velopment program for the DD/I based
upon the Automation Staff's proposals
of April 1961.

7. January 1962 ADPS published a document describing
its planmned development program for
the DD/I in greater detail. The
principal phases of the system design
effort in the document and information
retrieval field (Task III of the pro-
posed program) were anticipated to
include: (a) contractor orientation,
(b) planning the study, (¢) fact-finding,
(d) system design, (¢) testing of tech-
nigques and models, (f) implementation
ol selected sub-systems, and (g) docu-
mentation.

It should be emphasized here that the name CHIVE was originally
applied to a three-part program aimed at moving the Intelligence
Directorate into the computer environment.

(1) The first element of the program was to establish a
computer center as such, and to acquire the personnel, hard-

ware, and expertise neccessary to operate this center.
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(2) The second clenent was to implement srnecific

ADP applications which had been identified by study groups

over a period of a year or so. (Note: The intent of

these first two eclements was to get started on specific,

well-defined applications as soon as ADP support was

available.)

(3) The third element was to examine the general

information/document retrieval problem in the Agency.
The goal of this third element was later altered to address the
information/document retrieval problems of the O0ffice of Central
Reference (now known as the Central Reference Service) which
performed a service of common concern to the entire Agency and,
in many respects, to theientire intelligence community. Thus
modified, the third element of the three-part program became
Project CHIVE.

It was apparent to CHIVE architects that thouch the Agency
had senior and capable people who were intimately aware of the
capabilities and shortcomings of its present information storage
and retrie?al system, it was woefully poor in ADP talent -- both
system analysts and programmers. This was evidenced by the will-
ingness of the Agency to ask contractors such as IBM and SDC,
acknowledged as proficient in system design and development, to

study the Agency's problem.
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The decision to acquire IBM's services was vooted to a
certain extent in their pre-cminence in the field of hardwarc
service. It was felt also that the contractor personnei assigned
to CHIVE should understand IBM hardware. Finally, IBM's esta-
blisﬁment of semi-autonomous divisions such as Federal Systems
Division, separated the hardware salesman from the application
system specialists and in theory provided the latter with a cer-

tain objectivity.
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B. Phase I

The first phase of a multi-phase system development was a
requirements determination phase and faef—finding survey.
Approximately 150 interviews of user offices--primarily research
or production offices--in CIA were conducted during this period.
These were aimed at determining what information problems existed, ij
how the user regarded the present central reference system, what .
source material were of primary concern, and in general what i
requirements would be levied on system developers., One of the
principal issues was the existence of a central reference facility.
Altérnativc methods of providing analyst support existed and had
‘points in their favor. Separate and distinet special project files P
was one alternative. Another was to provide assistance to the !
rescarch and production analysts in maintaining their own personal
collections~--the so-called "shoechox files", -

The analysts conducting and evaluating the interviews had to
be as objective as possible since the identification of which kind
of system users preferred was a major influence in establishing
requirements. It turned out that the majority preferred the central
relference facility as an adjunct to the other alternatives. With é
this basic concept determined, more detailed requirements could be ;
set forth.

2 of Phase I weve:

The major cvents

May - Jul 1962 Clearance and orientation of contractor
personnel, as well as recruitment and
preliminary training of initial "hard
core™ element of ADP Staff, was com- '
pleted. .

2] ibid pp 7, 8
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Aug 1962 o The scope and methodology of the ;
‘ Juet-finding effort was developed ;
und management approval obtained
ior a detailed survey of all DD/I
offices.

Sep 1962 - April 1963  Joint ADPS/IBM teams interviewed
epproximately 150 components organi-
zations of the DD/I.

Oct 19623 A memo from Ray Cline (DD/I) to
Intelligence Assistant Directors
reviewed the three CHIVE task arcas
and endorsed the project efforts.

June 1963 Major findings and recommended de- i
sign parameters resulting from the A ;
Phase I DD/I system study were ‘
presented to selected DD/I managers
in oral and written form.

Aug 1963 The DD/I formed a CHIVE Evaluation
Group (CEG), composed of represent-
atives from various Agency offices, _ ;
to review the CHIVE Phase I report. - ?

Aug 1963 "he Automatic Data Processing Staff
was transferred from the DD/S to
vhe newly established DD/S&T and
reovganized as the Office of Computer
nervices

Sep -~ Oct 1963 The CHIVE Evaluation Group completed
its analysis of the CHIVE Phase I

Jindings, recommending (inter alia)
chat the Project continue into a
second phase with guidance and
support fraom the DD/I and careful
resting of system feasibility prior
o implementation
The system design or Phase I report (see footnote 1) produced
after Phase I ended, was devoted for the most part to a discussion

of System Objectives and System Functions Preliminary Specifications.

3] This event does not appear in document referenced - footnote 1.
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The two prinecipal systerm characteristics were:
(L) Document-basecd
(2) Centralized coatrol

The first of these had been denied as a necessary attribute
by some staff employees with considerable experience in the Agency
but who were ambitious to push forward to a system of data control,
data manipulation, and data or information retrieval. In effect,
the proponents of this concept sugzested that once the data and
information content of a document had been identified, extracted,
indexed, coded, and stored in an EDP system, the document was of
only marginal importance. Reliance would be placed on the EDP
system to retrieve, by subject, category, named object, and so
on, the gist of the documents indexed.

Those who supported the need to build into the system a
capability for document as well as Facot retrieval were simply
responding to the evidence supplied by a central reference ser-
vice. This experience showed +that analysts very often wished to
read the parent document from which data had been extracted. That
was viewed as a requirement which would continue for some time to
come. Hence the system would be document-based.

Discussion of the second characteristic addressed the multiz
plicity of repositories which constituted the present system and
went on to propose that "...the specialized register concept be
abandoned and the personnel of the central system be organized
along geographic liﬁes to the oxtent possible." Clearly, reor-

ganization of OCR was basic and Tundamental to the Chive desien.
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Under the discussion of Systom Scrvice in the samce report
the CHIVE designers listed the following as basic to the de-
sign: "(1) that the CHIVE systemn and the analyst files will

complement one another, and (2) that the system's primary cus-

tomer is the Agency desk analyst.” Thus, the continuation of the

"shoe-box Tile™ was acknowledged together with an emphasis on user,

not operator, satisfaction.

The chapter on System Scope in the Phase T report had five

sections which pretty well established system boundaries. IListed

below are the section headings with short excerpts from each:

"1, Document Boundaries

...The data base for the CHIVE System must, therefore, en-
compass all documents in the use by the analytic offices
which the system must serve.

2. Indexing Boundaries

-..In addition to retrieving material based on multiple

criteria, (i.e., personalities, organizations/installations,

geographic location, subject) a capability for large-scale
manipulation of the data base index must be provided to

permit information to be correlated For the analyst. This,

indeed, is one of the primary justifications for acquiring
a computer which, unlike simpler machine tools, has bhoth
the speed and logic capabilities to perform this function
cffectively.

3. Sceurity Boundaries

if the proposed system is to serve in fact as the central

repository of positive intclligence information for all
components of the Agency, it must process and store any
information of continuing intelligence value--whatever its
security classification.

4, Dissemination

The Agency must have the capability to disseminate incoming
documents automatically on the basis of the document content

1

|

Approved For Release 2002/05/20 : CIA-RDP80B01139A000600160001-0



Approved For Release 2002/05/20 : CIA-RDP80B01139A000600160001-0
- L0 -

and analyst's statements ol intercsts.

5. The Initial System

The basic abjective of the initial system is to establish
a small-scale mechanical structure of the eventual system in a
Limited, controlled envivcnment. This system will be designed
with the performance specifications of the full system in
mind for application to a limited area. One of the basic
premises of the initial system, however, will be that expan-
sion in terms of added sources and increased performance will
not require substantial redesign of programs, methods of
operation or equipment confisuration.”
Clearly, these concepts were controversial to many. Note
in 2. the reference to the justification for a computer. In 3.
there was embodied the "all-source file" concept. In 4. automatic
dissemination was advocated (later abandoned in the design of a
first system). In 5. the bread-hoard approach was recommended.
Coupled with the proposed area reorganization this indicated that
the initial system would be tested in one geographic area component.
As the culmination of the Phase I data gathering and conceptual
design effort, this document is noteworthy.
The year 1963 was filled with accomplishments and changes
for CHIVE. Two computers (1401/1410) for the DD/I were delivered
in January 1963 and in subsequent monthly reports were referred to
as the CHIVE .Computer System. CHIVE programmers (trainees) worked
under the tutelage of IBM personnel. Computer support prior to
the installations of the 1U40L/1UL0 Systems was provided by DDP,
It is noteworthy that during the first half of 1963, Project CHIVE

had the three-pronged.emphasis noted earlier. In fact, a seven-

page report written for the DD/I at the end of FY-63 devoted six
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pages to aceomplishments in: establishing a computer center and
implementing applications. The seventh page announced the end
of Phase I of the Document/Information Retrieval Systems Design--
Task IIT - and commented that this task was the most difficult
of all CHIVE tasks.

The CHIVE Evaluation Group (CEG) was also chstituted in
July/August, and the August status report indicated that further
progress on Task ITIT - Sysfem Design had virtually stopped. In
September those CHIVE personnel assigned to Task III were busy
preparing briefings and reports for the CEG,

The CEG report of 7 October 1963 recommended the continuation

of project CHIVE--with reservations. The group recommended that

management responsibility for CIHIVE should be vested in the Intelli-

gebeé Directorate, and that OCR should continue to improve its pre-
sent system. The subject of hardware received attention as well.
The CEG acknowledged that progroam testing would be done in a
centralized lfacility such as 0OCS, but noted thét when computer
utilization by the operational system reached one shift or more,
the computer system should be purt of the central reference system
of the Intelligence Dircctorate. Moreover, CHIVE was charged to
consider the suitability, for the Intelligcnce Directorate, of
extant systems when assessing cquipment requirements. |
Another area of concern to the CEG was Tthalt of testing. The
group seemed to express misgivings about OCR plunging into a new
system without testing of pilot projects. Recommendations were

made to the effect that formulation of such piloi projects
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ho approved by the DR/, (A= the dindexing experiment of
Phase II showed, such activities are expensive, time consuming,
and in the final analysis, suggest, but do not prove, an operational

approach).
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STATINTL
STATINTL .

2l

C. Phasc IT

Management review by the CiIIVE Evaluation Group

STATINTL

of the Phase I reporlk, the rcorganization which

resulted in OCS, and the physical relocation of people and equip-
ment were major factors in causing Phase II to have a slow start.
A progress report of approximately 28 pages written 18 September
1963 was a distillation of design concepts garnered in Phase I
and polished in the first months of Phase II.

CHIVE 1-63, 1 Dec 1963, presented the same schedule shown in
the June 1963 Projéet Chive (uarterly Report. This schedule called
Lfor the completion of Phase I (of Task IIL) in June 1963. The same
schedule shows Phase II as running from July 1963 through June 1964
(actually the Phase II report was not completed until the Spring of
1965). Phase III in the old schedule was to run from July 1964
through April 1965--in retrospect, an incredibly optimistic plan.

‘In fact, Phase II was completcd at about the same time that Phase
ITT had been planned to end.

The establishment of OCS and the designation of Task III as
Project CHIVE resulfed in a much smaller team. (It should be noted
that Project CHIVE went from about 60 people to six and from three
tasks to one without a name changej.

This new team was composed of analysts from sceveral compo-
nents. Like many projects, CHIVE was an organizational anomaly.
IBM, OCR, and OCS contributed manpowcr to the effort. This was
advantageous in that it brought together the right mix of dis-
ciplines and experience. However, management guidance and

control also came from various sources. This was not as beneficial.
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The 0CS contingent was the I'ledgling Development Branch
(Later Division); the OCR contingent, designated the CHIVE Support ;

Staff, consisted of senior analvsts who for the most part had ac-

quired their experience in the f{dibrary (Documents Division), Bio-
ocraphic Register and Special Register. The IBM group -- the
largest of the three -- consisted of analysts and programmers.

In October 1963, project personnel had been assigned to major

e s e e o . g e 24

design areas. IBM had sole responsibility for all facets of design

with the exception of\Information Processing -- indexing procedures,
indexing language, definition of files, document processing, file ;
conversion, selection criteria and so on. These topilcs were addre;sed 5
by a group of agency employees. It was recognized rather early that %
this was the bellwether of the design areas--decisions made here
would have a marked influence on all other areas.

IBM had submitted a contract proposal in June of 1963. Dis-

cussions between agency designers led by and the STATINTL

i
[

IBM contingent on how to get the job done continued for some time.
Clearly IBM felt that they could not proceed to work intelligently
on their assigned design tasks without input from the Information
Processing team. Since they telt they possessed some pertinent
experience they wished to be represented on that team as well. The
staff personnel were loath to surrender, even partially, design
tasks in the ome area they understood thoroughly and where they felt
their contribution would be more valuable than any work done by an
outéider. Sharing the burden was not particularly palatable to IBM

since they preferred to work
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o weli-defined tasks which were their exclusive responsibility.
Also, they had a different doesiin concept from that scet Fforth
by the in-house people. This was to be expected but was not
precisely welcome.

 Compromises were discussed which would permit IBM personnel
to maintain headway in their exclusive task areas but would also
let them assign personnel to the Information Processing Task. To
the exteat possible, this had to be reflected in the contract. The
proper wording was not casy o find. As a consequence the IBM
contract was not signed until June 1964--one year after IBM had
written their proposal.

The August 1964 monthly report shows assignment of personnel
to major design areas. Of these, IBM had sole responsibility for
EDP System Design and Programming Support. Two.contracfor em-
ployees were responsible for the Document Delivery System. Design
of the Information Processing area and overall design responsibility
was assigned to staff personnel. Thus contract personnel did design
work without design responsibility for design of the total system.
This continued to be an awkward situation from their point of view
and it resulted in a fairly rapid turnover in IBM on-site managers
during Phase IT.

A list of major events during Phase IT is as follows:

L. Sept 1963 First progress report of Phase II produced.

2. Dec 1963 JILVE 1-63 which was to be the design "bible™
Tor the project was produced.

STATINTL S April 196k |zomeinted as DO/T o By,

LT IIian, LHIWE Dvanluation Doi e

STATINTL jreld et resulted in substantial change
o

te organization of system design efforts
as well as decisions in design arecas where
aiternatives had previously existed.
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. May/June 1964 Fipst indexing experiment utilizing
computer programs, conducted by CHIVE
porsoimnel,

5. June 1964 - June 65 During this period a large scale index- .
ing experiment utilizing computer programs
Fon
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August 1964

September 1964

November 1964

December 1964

Jamuary 1965

March 1965

April 1965

.. May 1965

[
-~ i -

storac:e and retrieval of index records was
planned, designed, staffed, conducted, and
analyzaed.

A functional flow diagram was producced show-
ing input/outputs and identifying program
elements to be written in support of the
OCR/CHIVE Indexing Experiment.

A technical report entitled "A Comparative
Analysis of Document Delivery Systems for
Large and Active Files™ was distributed,
thus signalling the completion of the major
design effort in this area.

During the third week, indexing began on the
OCR/CHYVE Indexing Experiment. The team,
consisting of 26 people, had indexed 1500.
documents by the end of the month.

The major components of the computer pro-
gram system necessary to support the In-
dexing Experiment were operational and the
building of tape files containing index
data was begun,

Indexing of the 5,130 documents for the
Indexing Experiment was completed and the
majority of the indexers returned to their
home components in OCR. Approximately

nine members of the team were retained to
assist in the query phase of the experiment.

A preliminary study of input transcription
techniques submitted by SRI for the Phase ITI .
report recommended the use of a page reader.
A study of available optical character recog-
nition systems was begun. A revision of the
Intelligence Subject Code (ISC) was begun as
a result of the indexing experiment. This
was a Phase III task started during Phase II.

The Systems Analysis Staff was Tormed in OCR
and the CHIVE Support Staff was abolished.

By the end of May, three of the scven volumes
of the CHIVE Phascé IT report had bheen printod
and distributed. A project was imitialoed

to produce a China Locations Dictionary by
merging extant dictionaries. This was another
task arca intended for Phase ITI.
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14, June 1965 The query phase of the OCR/CHIVE Indexing
Lxperviment was completed, signalling the end
of the experiment and associated analysis.
Another rhase IIf task was initiated. This
one was concerned with the feasibility of
converting iarge OCR Ffiles for CHIVE use in
the operational phase.

15, July 1965 All sevea volumes of the Phase II report
were disseminated. The CHIVE Project was
reorganized as the CHIVE Task Force with

| |of OCS as its director,
reportin: to the director of OCR, Manage-
ment approval of the Phase IT report and
direction to proceed with Phase III had not
been received at this time. The design
effort, which culminated during Phase IIT
in production of the SKAN (Subject Keyword
Announcement) publication, began this month.

la.. August 1965 By the end of this month, most of the tasks
planned for Phase IIT had been initiated
and plans to recruit the personnel necessary
for full staffing of the task force had been
formulated.

17. September 1965 A memo to D/0CS/DDS&T from the DD/I dated
16 September 1965 stated that with certain
exceptions the Phase IT report and recom-
mendations had been approved, and that the
D/0CR had been directed to divert resources
to stafl the CHIVE Task Force. Thus Phase
11T began.

This list of events is only an effort to capture highlights and
is indicative of the problems and satisTactions of system.design
Work.

One of the major design areas that was not highlighted in
this list was the EDP'System. A great deal of work was donc by
IBM contractors in this area. “They studied core allocation
problems, -interface with $/360 Operating System problems, file

definition problems, and so on. Many reports and recommnenda-

tions were produced. Volume VII of the Phase II
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preport which covered the EDP System design was 389 pages long~-
exceeded only by Volume V, 526 pages. Unfortunately the detail
of the design was based on other arcas about which information
was incomplete and/or constantly changing. For example, IBM's
$/360 hardware/software dilemmas had not become public knowledge
at that time. " Equally important, detailed requirements were not
obtainable From the customer, the DD/I analysts, nor from the
operator, OCR, whose personncl had incomplete understanding of
what was required in order that computer programs.could be speci-
fied and written. Thus the task of specifying requirements fell
to the system designer/develcper--a very'risky business.

Tﬁe result of this approach waslthat an EDP system was de-
signed which was generalized along almost any dimension that one
could choose--with at least cne notable exception, the hardware
system. The designers were zassured that the EDP program system
would be run on a large scale system, i.e., an IBM 360/50 or larger
Since it was 0OCS's intention to go to that line of equipment. The
Phase II recommendations calied for the EDP program system to run
initially on OCS hardware with a review of the 0CS computer load
after two years to determine who should manage the computer ele-
ment of CHIVE., However, Mr. Cline's (DD/I) memo of 18 September
did not accept that recommendation and repeated the theme expressed
in the CHIVE Evaluation Group report, i.e., the Intelligence Direc-
torate should have its own computer. It was agreed that testing
would be done on OCS equipment so the program development could

nroceed,
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Very general information storage and retrieval systems are
very complex and very difficult to build. IHowever, the designers
felt that the demands of fact/inzormation retrieval/manipulation
in an intelligence ageney were sulficiently demanding to justifly
a very powerful system.

Another point of interest in Phase II was simply the his-
torical problem of deciding when Phase II ended and Phase III
hegan.  The OCS/CHIVE Indexing Experiment spawned Phase ITI tasks
while it was in progress. As soon as the indexing was completed
and the indexer's critiques had becn produced and absorbed, senior
analysts on the Experiment team were anxious to translate find-
ings into indexing tools and procedures. So the modification of
the Intelligence Subject Code (ISC) was begun. Also, analysis
and testing of the indexing position was initiated to determine
what indexing aids were appropriate. It should be remembered that
a basic CHIVE concept called for a division of labor between analyst
and indexer; many OCR analysts did hoth. Thus the indexing position
and its relation to the analyst was fair game for analysis, study,
and test.

So Phase III had a running start before the DD/I memo was writ-
ten in September. The staff personnel necessary for some tasks
were not available, ho@evor, and could not be obtained before
management approval to proceed with Phase III.

Another aspect of the Indexing Experiment that warrants atten-
tion was the programming support required. The IBM programners
took advantage of the Formatted Tile System (developed by IBM for
Fleet Intélligence Center Europe) which could be run on the IBM

(1410 in OCS and, a query program, AD0OO3, previously written by 0OCS
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programmers, was used to provide additional query capability. 1In
addition, programs had to be written specifically for the Experi-
ment to provide input processing and listing functions. This
collection of programs provided the operational capability neces-
sary to process index records and provide responsesito queries,
including KWIC (Keyword in Context) listings.

Over and above this system were the statistical routines
which were produced by the programmers to assist the analysts in
their interpretation of the experimental data. These routines pro-
vided statisties on header data, corntent data, document categories,
and codes used by the indexers. It should be noted that either in
a test or an operational situation, statistical analysis is a
powerful tool in analyzing system strengths and weaknesses.

Finally computer progréms were necessary to provide diction-
aries and authority lists. The indexers required such listings to
do their job. In addition, the people (analysts) answering queries
needed such lists in order to obtain some idea of what kinds of
data were hcld in the file. It was this last area of computer pro-
gramming that stimulated the dietionary building efforts over the
next two years.

The design concepts postulated in the Phase I report and given

a firmer emphasis in CHIVE 1-63, went through considerable examina-

tion and testing during Phase II. It is interesting and significant

to note that there was no substantial shift of design emphasis as a

result of this exercise.
One area which received only cursory attention before it was
exempted from further analysis was the dissemination area. Two

very good reasons existed for excluding it from the initial CIIVE
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system. Tirst, the dissemination process had a good reputation
with its customers and since it was readily isolatable from the
main system, it seemed pointless to disturb it. Second, the
contract work being performed for the Air Force al the Foreign
Technology Division had as its ifirst application the automation
of dissemination., It was reasonable, therefore, to wait for the
Truits ol this labor.

Although the formidability of the security problems associated
with an all-source EDP file were better understood by the end of
Phase II, the project personnel viewed them as primarily technical

in nature and capable of solution.

Study of the data selection problem during Phase IT had started

to address details with no drastic shift from the document types
identified earlier. Clearly, the amount of material to be cap-
tured was a direct function of manpower available., The results of
the Indexing Experiment gave added importance to the role of sub-
ject indexing without reducing the value of indexing named objects.

The political and inertial problems associated with a reor-
ganization of OCR along geographic lines were recognized but post-
poned to a certain extent. The initial component, China Operations
Group (COG), would operate in a test mode for some period of time
before seizing production responsibility from those several com-
ponents in OCR which handled China-related queries and reports.

The concept  of a team of information analyst aﬁd indexer (s)
had been tested to a degree during the indexing experiment but
it was clear that the coacept hzd to be tested in an operational
enviroament before a decision cculd be made regarding its validity.

Such design concepts as single point service, improved docu-
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and it was apparcnt that OCR, as the operating component, would

rely upon the cxperience and expertise of 0CS to develop a

satisfactory and responsive system.
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[ Phase LLE

The CHIVE Task Yorce wus caarged to producce during
Phase TIT those tools and procedures necessary for a unit --
called the China Operations Group -- Lo handle all-source
receipts on Communist China and respond to queries and produc-~
tion requests, regarding Communist China, levied on’them by
other CIA components. The China Opcrations Group (COG) was to
be the first substantive componcat of an OCR organized along geo-
egraphic lines. The process was viewed as incremental starting
with COG. The next component would be a Far Bast Division with
COG as a branch. After that, the other geographic divisions
would be established in fairly rapid order as experience dictated.

To accomplish its mission, CHIVE Task Force management
established a T/0 of approximately 91 personnei. OCR was cam-
mitted to supply 54, 0CS-21, and L6 from contractors.

The decision on the part of Intelligence Directorate
management to deny the OCR request for additional slots to staff
the development of the CHIVE system meant that OCR had to go
through the agonizing process of taking slots away from its
production components. Since this was another in a sevies of
manpower cutbacks in the production units in OCR, it was not
welcome. It was also clear that some of the CHIVE concepts and
recommendations were unattractive to personnel in OCR, Managers
at various working levels were thus asked to surrender positions
and people to a development elfort they did not understand, and
whose product they did not tecl they needed. As a consequence,
the Phase III effort, which was to be a detailed design and

development activity, had some significant political hurdles to
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surmount beyond those ol & strictly technical naturc.

The mechanics of stalling was further complicated by the
need to ereate, and obtain approval ol , a new organizational
entity to house the OCR contingent. Alfter that was accomplished
position descriptions had to be written and approved; vacancy
notices had to be circulated; interviews had to be scheduled;
and finally, personnel could be identified. ALl of this awaited
management's approval to begin Phase ITI., Much staff work could
be done in advance, of course, such as identifying the types of
people nceded and preparation of a list of candidates. However,
management approval was mandatory in order to officially start
the process and so the fact +hat recruiting for the OCR portion
of the task force was able to begin in November of 1965 must be
considered a major accomplishment.

As indicated in the discussion of Phase 1I, almost all
of the tasks planned for Phase III had begun before management
approval for Phase IIL had been received. In fact, a portion of
the Tile Conversion task was completed in September 1965 with a
preliminary report to the effect that Intellofax holdings were
unlikely candidates for coaversion to the CHIVE format.

The most difficult problem for the CHIVE Task Force during
Phase III was the production of the computer program system. Some
of the technical difficulties experienced in this area have been
referred to previously. However, the management problems atten-
dant to large program system development were also severe. An
ostabliched fact in the ADP worid is the perennial scarcity of

qualified and experienced programmers and design analysts. This
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scarcity is more pronounced in federal agencies than in industry
because of pay scale and other inequities. Moreover, programmers
with expericnce in designing and writing programs for information
storage and retrieval applications arce a rare commodity in any
environment. Stafting of the CHIVE programming group was therc-
fore a very difficult task. OCR had no experienced programners
+a contribute. Some trainees were acquired from OCR, but they
were unable to help design or specify programs. OCS had some
experienced people, but the demands for programming support
within the agency precluded detaniling senior programmers To
CHIVE. 1IBM had, or could acguire, programmers, but once more,
the desire on the part of CHIVE management to maintain design
control dictate a strong participation by staff employees. This
left recruiting in the "market nlace™ as a means of getting pro-
crammers. A most unattractive prospect.

Recruiting actually started in Phase IT and even with this
advantage, Phase III began with only two staff employees in the
programming unit -- the chief and one analyst/programmer. In
June 1967, over a year after recruiting had begun, the contin-
cent of stalff employees in the programming unit had grown to 11 ~-
I} trainees, 6 programmers or programmer/analysts, and the unit
chief. The trainees, in a practical sense, were often more of
a handicap than a help since their need for on-the-job training
diluted the efforts of the more experienced and productive personnel,
This unit never achieved its assigned T/0 manning level.

They lant m;\&im‘. Dlow o ine progoameing olffort cccurvad a
short time before the task foreca was disbanded. As background for

understanding the circumstances of this event, it should be recalled
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that the programming group was nade up ot people from OCR, 0CS,

and IBM. - One major area ol development and detailed desion was
assigned to an IBM employee who directed the activities of a scc-
tion consisting largely or other IBM employees and trainees. As
~detailed program specifications were completed and coding begzn,

it became clear to the OCS managers of thr group that this unit
had produced a design which was unresponsive to the total system
requirement. After considerabie study and consultation it developed
that in order to meet system specifications this area -- one of the
largest -- would have to be resdesigned. All previous work would
have to be scrapped. At the same time, it was decided that the
services of approximately two thirds of the IBM contingent of pro-
grammers and analysts would no longer be reguired. The result of
this disruption was a further slipping of the expected completion
date of the program system and the account of this event is in-
cluded here to indicate one of the disadvantages of the task force
concept.

The second most troublesome problem facing the task force
was the language barrier. This barrier existed between those respon-
sible for ADP system design and everybody else. The peopie on the
task Torce who encountered the most difficulty were the senior
analysts from OCR.who were responsible for interpreting require-
ments for the ADP system designers. Though OCR was one of the
largest and earliest users of punched card equipment the need to
understand third generation digital computer technology and a
Large, complex, computer program system demanded great feats of

commmnication and comprehension. The OCR people were experienced
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and skilled in establishing indexing procedures and lancuages op
sceloction erilteria for systems whoere the search is institoted by

a knowledgeable human. Howevew, they had difficulty in address-
ing the levels of specifiecity, completeness, and unambiguity which
arc mandatory if the search and storage mechanism is a computer
brogram system. The ADP systems people, steeped in pPrecision,
were unable to bridge the communication gap.

A Turther level of confusion resulted from statements to
the effect that the program system was to be a "powerful, flexible,
generalized open-ended mechanism——eapablelof handling present and
future data storage and retrieval requirement.”™ How such a state-
ment is interprefed depends, of course, on the sophistication and
training of the listener. Forp example, "a serious accident” to a
police officer may mean a collision of several vehicles and exten-
sive bodily injury; to a high school student driving.his first car,
it may mean a damaged fender. “hus the OCR analyst came to expect
the CHIVE.system would be a considerable improvement over the one
that was currently in use in OCK; the ADP people felt that the
CHIVE system would be very successful if it were able, initially,
to do as well as the current system and in addition have growth
potential., This difference of interpretation plagued the project
throughout its life. One can imaginethe political repercussions
attendant to a realization on the part of policy makers and top
management that millions of dollars were being spent to develop a

system whose bhasic design goal was to do as good a job with a com-

puter based system as was currently being -done by humans with punched

oo g
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voefo Bae reached its peak in efficiency and reliability and that Ffur-
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specious’ or revolutionary.

he avea of difficulty which ranked third in the hierarchy of
headaches was the training probiem. As noted previously, the
CIIIVE Task Force was charged to produce the tools and prcedures
required to make the China Operations Group a production unit.
Subsumed under the phrase 'tools and procedures™ was the training
necessary to acquire: arca knowledge, subject matter expertise,
familiarity with ADP processes, file definition capability, in-
dexing competence, understanding of selection problems in a new
environment, and so on. Much of this training could only come
From osmosis since formal training programs in some of these
technical areas did not exist.

Thanks to the considerable experience and capability of a
Fow fmombers of the OCR contingent, it was possible to develop
training programs for indexers. A course consisting of on-the-
job and classroom training was designed for the information
analysts to give them area knowledge, document flow familiarity
and so on. llowever, the coursce did not address the new techniques
and  lLanguage which the analyst must understand in order Tto usc the
compulter program system. Early in Phasce IIL, the programming group
chief had been asked to provide a serics of seminars/lectures in
order to enlighten the uninitiated on file management concepts and
particularly on what the CHIVL file structure would be. This was
not successful and was abandoned after it became clear that the
commnication problem successiully inhibited the learning process.
Most of the OCR analysts attended ADP Orientation courses. These
courses usually lasted five days or less and did not add much to

the ADP sophistication or knowledgcability of the attendees.
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On the other side of fhe house, i.e., the programming
copoup, there was no cffort to indoctrinate its members in the
lancuage or concepts ol library scicnce. This was to be expected
in licht of the scvere demands c¢f the program production schedule.
1f the program developers had to choose Lbetween designing pro-
grams and explaining the impliceltions of the design, it was
natural for them to select the former.

This rather bleak situatior was relieved to a certain ex-
tent by one element of the project which marched to a different
drummer, i.e., had a different schedule and a separate set of
requirements. This small enterprise came to be known as SKAN
and during its life was roundly reviled, staunchly éupported, or
creatly admired depending on the vantage point of the observer.
The history of SKAN is somewhat checkered and will be reviewed
briefly.

In mid 1965, a conversation between CHIVE analysts and OCR
management started the SKAN design effort. The first require-
ment was to produce a KWIC (Keyword in Context) listing of all
collateral documents. All documents were to be indexed by title
and area; documents of special significance would be subject
indexed as well. The anticipated use of such a listing would be
to answer guestions on non-priority arcas.

As often happens, .requirements change. The new reguirement
was to produce a KWIC‘listing ol current collateral receipts on
Communist China which would be published periodically and dis-
scuninated to production and rescarch analysts working on China
problems. The burden of knowing how the periodical was to be

roud thus shifted from the OCR information analyst to the pro-
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duetion or rescarch analyst. ‘Tais apparently minor change in
requirements may very well have drastically diminished the usciul-
ness of the SKAN produclt since production analysts don't mind
reading documents but they wish to have the proper documents pre-
sented for their inspection with as little personal effort as
possible. Dissemination of SKAN meant that they would have to read
the listing to determine if they had missed any important docu-
ments in current receipts.

Other design changes were made as the ahalysts studied the
problem. For instance, all documents selected were to be subject
indexed - thus reducing, to a certain extent, the scope of colla-
teral material included in the publication.” Keyword in context
was judged to be difficult to read so keyword out of context was
chosen as the format.

'he scope of the work and the availability of IBM programmers
who were too junior to confribute much to the system design of the
large program system, led to SKAN being developed for the IBM
360/30. ‘Thus SKAN became thce bridege between computer programmers
and some ol the OCR analysts.

In its relatively short life, SKAN chalked up some impressive
firsts. 1t was the first production progran generated by CHIVE

Task Torece programmers. In fact, it may have been the first pro-

duction program on an IBM 360/30 within the Agency. It was the first,

and only, for some time, production use of the CDC-915 (an optical
character reader system) in the Agency.

This was a reguirement for SKAN which did not effect the value
of the product. Though initial data input for SKAN was on punched

cards, it was decided that as soon as feasible, index records to
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tho SKAN program should be inpat via the optlical charactor
reader.  The purpose was to provide the designers and developers
ol the CHIVE system with data on the use of ‘this new input device.
The CHIVE Phase II Report had recommended the use of optical
character reading for input transcription, but actual expericnce
by Task Force personnel was very desirable. Therefore, when the
CDC-915 Page Reader and associated program modifications were
available, input was transferred to the Page Reader. This gave
the CHIVE Task Force experience in both techniques on the same
system, so comparisons and judgements could be made with some
objectivity.

In addition to the virtues cited above, experience on the
SKAN project also assisted in a number of other areas: forms
desigﬁ for an optical character reader, development of indexing
codes, training of indexers, shakedown of the CDC-915, training
of transcription typists, training of programmers on the 8092
computer which was part of the CDC-915 system, and the produc~
tion of programs for that computer. Finally, SKAN gave the
programming group some insight into the problems associated with
IBM's new line of hardware and software. However, a major value
ol SKAN was not as an experimental device or even as a sop to
CHIVE inguisitors, but rather as a mechanism to assist the cdu-
cation and orientation process. It was unfortunate that only
about 15 people on the task force were actively involved with SKAN
and so could benefit from the cxperience.

There was another area within CHIVE that requireced programming
services oVer and above thosc wnecessary to building the major system.

This arca was called Dictionary Building and in the CHIVE develop-
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moent schedule, dictionarics ol coeosgraphic locations wul installa-
tions (Factories, rescarch facilities, airficlds, cte.) were of
eritical importance since they were neceded to train the COC  in-
dexers and analysts,

At the time work began on building thesc dictionaries, no
all-source dictionary existed on Chinesc locations or installa-~
tions. There were several dictionaries, all containing diffcrent
data or similar data in differcnt formats, in the Agency and the
Community. It was, therefore, necessary to pull these dictionaries
together and eliminate redundancies and contradictions in order
to produce a CHIVE dictionary.

Since some of these dicticnaries were available on magnetic
tape, it was felt that the comouter could be used to combine the E
dictionaries, do some rough editing, and provide those listings

which experienced
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analysts would réquire Lo do the final detailed editing. The
Formatted File System mentionec in Phase II and which was used

in the Indexing Experiment looked like a good prospect to mani-
pulate these dictionary files. An analyst/programmer trainece
Team was assigned to this area task. The reasons for choosing a
trainee were: no experienced programmer was available, and
apparently little or no progranming was necessary -- it was sim-
pPly a matter of manipulatiﬁg FFs3,

The difficulties encountered on this task caused schedule
slippages which amounted to about 9 months. Fortunately the
schedule had a certain amount of slack. Also other slippages masked
the problems encountered on the dictionary task. A catalog of the
software problems, machine prob.ems, and file definition problems
would be rather lengthy. Suffice to say that the three or four
people involved in this task did build the files and learned a
great deal in the process.

Fourth in the list of critical problems which faced the
task Torce was the Ffact that it was a fairly expensive and long

developmental
range, endeavor.  The difficulties are best characterized as communi-
cation and intrusion.

The communication difficulties within the task force have
already becen discussed. Thoe communications problems between the
Taek Torce apd OCR (and DD/]’) et encunl were alnost as sovore.,
there was little appreciation for, or understanding of, a number
of concepts being explored.in CHIVE. Bad enough that the biggest
headache involved programmers, computers, etc. which had never
been an area of keen interest in the Intelligence Directorate,

o

Soomek feorce alsg nroposcd sueh things as managoement: Titormatton

Approved For Release 2002/05/20 : CIA-RDP80B01139A000600160001-0



Approved For Release 2002/05/20 :*CIA-RDP80B01139A000600160001-0

systons, automation ol source Pormactod data, and, ol course,
oxtensive use of analytic resources in a sepvice component.

New faces appearcd in scveral key management positions
at the DD/I level as well iﬁ OCR and the Task Force. As the
deadline for the implementation of COG came closer, the manage-
ment dialogues on CHIVE and its [future featured new participants.
Some of these participants strove to grasp the technical details

of the fruits of a rather lengthy design and development effort.

This was fairly unsuccessful -- as one might suspect.
The extensive use of indexers and information analysts -- a
requisite of the depth indexing doctrine -- was not attractive to

DD/I management which, being asked to harbor its manpower resources,
tended to apply them to intelligence production. The long range
cains vouchsafed by CHIVE proponents contrasted with the realities
of a here-and-now manpower sgueeze.

Having waited a long time for a powerful mechanism to manage
complex files, many decision-makers were being captivated by the
lure offered in coupling shallow indexing (or no iﬁdexing at all)
and big, fast computers. The fermer solved the manpower problem
i.e. the shallow indexing meant fewer indexers and simplé soft-
ware. The latter was being touted as ”ju;t around the corner”
by manulacturers who could demonstrate that, for almostT the samc
money currcntly being spent on EAM equipment, they could provide
several times the computing capability. The considerable expericnce
which the Task Force could bring to bear in evaluating such claims
was not exploited.

intrusion took the form of requests for cost studies, justi-

fication of schedules, briefings and the like. Much of this intru-
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sion was a direct resullt of DD /T manaccement’™s concern for the

S efficacy of the CHIVE concept in their plans for the directorate.
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The task toree management did a good job ol insulating the
working level from these intrusions. llowever, it was inevitablie
that a large numﬁer of the scnior people on the task forece would
become aware of what questions were being asked and the implica-
tion of some of the demands. ‘he effect on morale can be appre-
ciated .

Beginning in the summer ol 1966 the excursions into the
CHIVE Task Force for briefings, technical assistance, information,
and writing ability became more and more frequent, One requester

in OCR management wanted a compacted schedule for the completion

- of the tasks necessary to prepare the China Operations Group for

operational responsibility. An in-depth study of OCR - its func-
tions, products, responsibilities, and particularly the develop-
ment effort embodied in CHIVE - was initiated by the DD/I. Brief-
ings took a considerable amount of time and CTF managers were also
called upon to write a good deal. Indexing schemes which were
less powerful than the CHIVE approach were considered and CTF
analysts were asked to respond.

During FY67 COINS was undcerway and the CHIVE Task Force was

STATINTL

expected to support this effort. 1In the same period

its development of thd - later to have two

names since the file had to be divided. OCR management called
upon CHIVE for assistance and the special assitant to the D/CTF
became the senior EDP analyst on this effort. Later the CIF
supported this activity with other manpower contributions.

OCR Management recognized the reservoir of talent residing
in the CHIVE Task Force in many ways. The preliminary work done

By CTE pernonne ! ana mandgement syslens Por COG oneourased OCR
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management to request these people to design a management system
For all off OCR. ‘'%he newly Formoed information Processing Stafl
under 0PPB had issued a call foo all offices and dircctorates to
propare rive—Yoaf ADP Plans - ia eblect ten yeafs since the report
had o cover the preceding years ol ADP use as well as provide a
five year plan for future ADP utilization. Members of CIF were
tasked to coordinate, and contribute to, the OCR contribution

as well as coordinate all office contributions for the DD/I's
report.

Later, a team of analysts was directed by OCR to develop
forms, gather data, conduct interviews - all to determine how
OCR's services were used by Agency personnel, particularly within
the Intelligence Directorate. CTF analysts were called upon to

worlk on this effort.
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As more and more of the CIIVE tasks were completed and the
China Operations Group began staxfing and planning, the unavailability
of the computer program system (CAPRI) became a growing concern.
Though coding on some parts o: CAPRI had begun during the carly
weeks of the fall of 1966, other system components were Sfill
being specified. So it became quite clear that the target date of
July 67 for initial COG operations using CAPRI was in grave danger
of slipping.

This caused CTF personnel to consider alternative ways of
testing some of the CHIVE syscem capabilities. A study was
Launched to determine what subsystems could be checked and by
what means in the absence of a fully tested CAPRI. This resulted
in the identification of some available equipment which could pro-
vide a rudimentary storage and retrieval capability. The proposal
was approved in October 1966 and it was planned that the equipment
would see use in February 1967. This never came to pass.

The depth of indexing and separation of the indexing and
analytic functions were examined by CIF personnel. This resulted
in a proposal for a "Fall-back" system which called for a different
division of work for the indexer-analyst team and less indexing
depth. TLate in the spring of 1967 as CTF personnel were shifted
to COG and training began, it was decided that an analyst-indexer
team in COG would test the "fall-back"™ system.

Another activity which would impact on CHIVE later but which
at the outsel did not appear to warrant much attention 5y CTI per-
sonnél was the growing viability of the OCR computing facility.

The question of centralization vs decentralization of computational

ot to various functional areas had been a bone of contention
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fur’somo Lime. Thoush 0CS provided a service ol commoil concern,

a number ol othor ADP components existed For reasons ol ceography,
comparbnentation and so on. OCR had recommended years before that
its extoensive card holdings and associated functions be computerizoed.

Darly in FY67, OCR had taunched a study Tto assess the feasibility
of substituting an IBM 360/30 for its extensive EAM holdings. The
study was staffed with IBM and OCR personnel - CTF was not asked to
participate. This study resulted in a recommendation to the DD/I
that the computer be acquired. And it was - in late November 1866.
Soon after the system was installed, OCR management approached the
CHIVE Task Force to obtain programmers to support the conversion
of EAM files and processes to EDP programs. Needless to say, the
CAPRI developers were loath 1o slip their schedule any further by
releasing programmers. Eventually two OCR trainee programmers in
the Task Force were detailed to the Machine Division im OCR. This
had an effect on activities such as the dictionary tasks and the
Soviet Elite File effort.

During this same period the OCR computer was operating well
but was not yet saturated with work. Consequently, the CAPRI pro-
orammers were able to get code check time on this computer. This
helped considerably since the code check and produetion burden on
the 0CS computers was severe.

As a result of dedicated effort on the part of the programming
oroup, it appeared likely, in the spring of 1967, that if not all,
at least some CAPRI capabilities would Be ready by July of 1967.
Then the group managers discovered the design problem discussed
carlier and the schedule for CAPRI slipped to a degree that OCR and

DD/I management considered unacceptable.
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This coincided with the DD/I directive that OCR reorganize

along geographic lines; it happened at a time that OCR was beginning

to have confidence in its computer system; it occurred at about the

time that GCR had provided a software contractor with the necessary

cuidance to provide an information storage and retrieval capability

on the CCR computer:

and it crystallized a decision that the depth

indexing of the CHIVE system was too expensive for an office that

had just suffered another reduction in force. The sum total of

these forces had a predictable result: in July of 1967, OCR

reorganized and the CHIVE Task Force was disbanded.

A list of major events during Phase IIY is as follows:

L. Oct
2. Nov
3. Dec
4.  Jan
5. TFeb
6. May

1965

1965

1965

1966

1966

1966

All memboers of the Chive Task Force with
the excenstion of the Associate Director
and Tthe procramming group were colocated
in 2G24%. An all hands (CHIVE Task Torce)
mecting was held in the auditorium to dis-
cuss project objectives, career potential,
organization and the like.

The process of interviewing candidates for
the OCR contingent of the Task Force began.

The final reporlt on conversion of Intellicen

Reference Systems Index Records was disseminated.

A workine paper entitled Document Delivery
System Organization and Space Recommendation
was forwanrd to OCR manacement. This com-
pleted the Task TForce contribution to the
upgrading of OCR's document recording and
distriburcion capability.

The Chiei of the OCR component of the task
force (Development Stalf) left the Agency
and was replaced by a senior OCS analyst
who transferred his|career designation
back to OCR. :

The Director/CHIVE Task Force left to become
DD/0CS. The associate director of the Task
Force (who was also chief of the OCR con-
tingent) became D/CIF. The Task Force was
reorcanized 1o reflect the new assignment
of P(buOk&lDllJthS caused by Lh]S change as
wye i o ve Sion frop the agsenoy (e
£/co6

~{'th DU\ dume) GC +£9; Chief
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May 1966

June 1966

Sept 1966

Sept 1966

Sept 1966

Oct 1969

Oct. 1566

Nov 1966

Nov 1966

Dec 1966

Dec 1966

Jan 1967

Jan 1967

[

3 -

The CDC 91- Page Reader Systom was delivered
to OCS space in Headquarters building.

The Securicy Procedures task personnel com-
pleted therr major assignment, i.e., pro-
duction of papers on physical security,
personmel security, Top Secret controls,
and the security augmentation problem.

The Subject Keyword Announcement (SKAN) went
into reguiar production and was disseminated
weekly ito about 25 analysts.

The CDC 9.5 Page Reader System passed
acceptance tests.

The task team assigned to study the reguire-
ments of the China Operations Group for
dossicrs ovn ChiCom personalities completed
the assigiment. ‘ihe working paper describ-
ing task team findings and recommendations
was accepred.

The indexcrs version of the ChiCom ILocation
Dictionary was published.

A chief for the China Operations Group was
selected. He had served as an intelligence
producticn officer in OCI.

A detailed study of the function, activities,
and projects in OCR by a representative of
the DD/T was completed. The CHIVE Task Force
contributed substantially to the study and
the final report.

An IBM 360/30 computing system was installed
in OCR space in Headguarters.

A report, entitled "SKAN Customer Survey Pro-
gram” which summarized interviews with the
recipienis ol the SKAN publication was issued.
It rccommended that the publishing of SKAN
continue.

A document, describing the input transactions
Tfor documents in COG, was published.

A paper describing the proposed organizational
structure for the COG was discussed and accepted.

Copies ol the ChiCom Location Dictionary were
distributed within the Agency.
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20, Jan 1967

21. Jan 1967

22. Feb 1867

23. March 1967

24, May 1967

25. May 1967

26. May 1967

27. May 1967

A docunienc describing processin rocodurcs
and standards For building

was published.

The second edition of the last two volumes
ol the "Catalog of Document Series Reporting
on Commuiist China™ was published, thus com-
pleting this aspect of the Customer Require-
ments task.

CHIVE Task Force managers were informed of
the DD/I directive to D/OCR to reduce T/0
level. ‘

The data input procedure for the SKAN pro-
cess was changed from punched cards, to page
reader forms input to the CDC 915 Page Reader
System. Production of SKAN was uninterrupted.

The chiel of the fndex and Retrieval Design
Group, a senior OCS analyst, translferred to
OCR and jeft the Task Force to work full
time on tie Area Reorganization Planning
Group (ARPG)Y cstablished by D/OCR. ~The ARPG
was ltasked to develop the plan, procedurcs,
ete., lor reorganizing OCR along geographic
lines. “he D/CTF was named as a member of
the ARPG bul was not relieved of his current
responsibilities. The OCR instruction of 8§
May annoumcing the ARPG concluded with the
statement that, "The operational testing of
Project GIIVE in the China Operations Group
(COG) will continue as planned."”

Regular distribution of collateral and
special intelligence materials to COG was
initiated in order to train COG indexers
and analysts.

The Source Formatted Data task, which addressed

the feasibility of taking data which came to

the Agency in a formatted form and putting it in-

25X6:

to the computer with a minimum of manual processing,
had progressed to the point of testing typewriters

and other transcription ddvices.

OCR enterecd into a contract arrangement with a
software “irm to modify an 0CS program system
to run on OCR's 360/30. The function of the
modified program would be to provide informa-
tion storage and retrieval.
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May L1967

June

June

July

July

1967

1967

1967

1967

The unacceptability of the design of a major
clement of the CAPRI system resulted in a
schedule slippace of at least 6 months.

The modiiication of the Imtelligencce Subject
Code, termed the Subject Indexing Code (8IC),
complete with decode tables and a punched

card deck to provide listings, was completed.

The Manacement Information Task Team issued
a paper sctting forth a design concept for
a managenent information system for the OCR
CHIVE system.

- The IBM complement on the CHIVE Task Force

was reduced to five people, approximately one
third its normal strength. Jurisdiction over
the CAPR{ effort was transferred to 0CS. ALl
0CS carecrists were transferred to positions
in 0CS.

An OCR Tastruction dated 7 July 1967 des-
oribed the reorganization of OCR which re-
sulted from ARPG deliberations. All ele-
ments of the OCR contingent on the CHIVE
Task Force were disbanded except Tfor COG
which would continue testing as the Ex-
perimental racility under the direction of
the newly formed Planning Management Staff.
The SKAN Indexing Unit was placed under the
divection of Chief/Experimental Facility.
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